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PREFACE 


This  report  is  the  culmination  of  an  effort  to  review  the 
internal  printing  and  duplicating  services  of  the  State  of 
Montana.  During  the  study,  the  Consulting  Services  Bureau  exam- 
ined a number  of  operational  issues  pertaining  to  the 
Publications  and  Graphics  Division's  pricing  structure,  ac- 
counting procedures,  staffing  pattern,  and  make/buy  policies  and 
procedures.  State  agency  perceptions  of  the  Division  s opera- 
tions were  also  reviewed.  Finally,  two  additional  related  areas 
receiving  attention  were  the  State's  satellite  operations  and 
photocopier  pool. 


Overall,  the  Division's  operations  are  satisfactory.  In 
spite  of  considerable  recent  criticism,  morale  is  high  and  the 
Division's  physical  plant  appears  clean  and  well— maintained.  In 
addition,  individuals  knowledgeable  in  the  printing  industry  as 
well  as  day-to-day  user  agencies  generally  concede  that  the 
Division  offers  swift  turnaround  time  and  low-cost,  high-quality 
duplicating  work. 


It  must  be  stressed,  however,  that  this  study  was  commis- 
sioned not  to  rate  the  Division's  overall  performance,  . but 
rather,  to  address  each  area  of  concern  with  the  intent  of  iden- 
tifying current  problems.  This  is  not  meant  to  suggest  that 
problems  exist  in  all  areas  examined;  on  the  contrary,  assertions 
of  abnormality  in  the  Division's  pricing  structure  and  staffing 
pattern  are  unfounded.  However,  in  accordance  with  the  purpose 
of  the  study,  this  report  is  written  specifically  to  focus  on  the 
problems  discovered  and  recommend  feasible  solutions. 


Listed  below  is  a summary  of  the  findings  and  recommenda- 
tions resulting  from  this  study: 


Publications  and  Graphics  Division  Review 

Page 

Reference 

Finding : 

As  a rule,  the  Division's  printing  and  duplicating 
costs  are  comparable  or  less  than  those  of  the 
commercial  sector.  7-10 


Finding : 

The  current  rate  structure  maintained  by  the 
Division  does  not  adequately  differentiate  between 
short-  and  long-run  work. 

Recommendation : 

Develop  a graduated  rate  structure. 


c 
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Finding ; 

The  accounting  structure  used  by  the  Division  is 
not  periodically  reviewed  and  updated. 
Recommendation: 

Review  existing  cost  centers  to  ensure  they 
reflect  the  actual  operating  configuration  of  the 
Division. 


11-1 
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12-13 


Finding: 

In  general,  State  agencies  are  satisfied  with  the 
services  provided  by  the  Division.  However,  many 
agencies  are  unfamiliar  with  the  services  and 
handling  fees  of  the  Division.  13-14 

Recommendation: 

Develop,  produce  and  maintain  a procedures 

manual  to  explain  Division  services  and  policies.  14 

Finding : 

Division  management  is  not  provided  with  adequate 
management  internal  analysis/accounting  support.  14-16 

Recommendation: 

Add  the  position  of  Management  Analyst/Accountant 

to  the  Division.  15 


Finding: 

The  position  of  Printing  Coordinator  is  currently 
funded  as  an  administrative  expense  to  the  Divi- 
sion, although  approximately  25%  of  his  time  is 
spent  performing  administrative  duties. 
Recommendation: 

Fund  the  position  of  Printing  Coordinator  through 
the  State  general  fund. 


14-16 


16 


Finding: 

There  appears  to  be  a decrease  in  the  use  of  and 
benefits  from  Type  6A  Contracts  by  State  agencies.  16-18 

Recommendation: 

Review  6A  Contracts  to  determine  if  form 

work  should  be  bid  on  an  individual  job  basis.  17 

Finding : 

There  exists  no  documented,  objective  method  for 
determining  whether  work  should  be  completed  "in- 
house"  or  purchased  from  the  commercial  sector.  18-27 

Recommendation : 

Adopt  a cost  policy  for  the  Division  to  follow 
which  emphasizes  overall  cost  saving  vs.  job-by- 
job analysis.  Develop  a systematic  cost 
monitoring  system  using  a statistical  ramdom 
sample. 


27 


Satellite  Operations  Review 


Finding: 

The  non-Division  Helena  area  satellite  printing 
facilities  are  not  being  used  effectively  and 
efficiently  from  a state-wide  perspective. 
Recommendation: 

Require  each  facility  to  demonstrate  the  efficien- 
cy and  cost-effectiveness  of  its  printing  re- 
sources. Pursue  appropriate  actions  (i.e.  con- 
solidation, closure,  etc.). 


Photocopier  Pool  Review 
Finding : 

There  are  distinct  advantages  of  a photocopier 
pool  concept.  However  they  are  not  being  fully 
realized  through  the  current  operation  of  the 
Publications  and  Graphics  Division's  centralized 
photocopier  pool. 

Recommendation : 

Retain  the  photocopier  pool  and  implement 
recommended  improvements  to  the  pool's  operation. 


35 

35 
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INTRODUCTION 


In  the  spring  of  1982,  concerns  were  raised  by  the  Office  of 
the  Legislative  Fiscal  Analyst  that  the  Publications  and  Graphics 
Division  of  the  Department  of  Administration  was  not  efficiently 
handling  the  printing  and  duplicating  needs  of  the  State  of 
Montana.  In  response  to  these  concerns,  Morris  Brusett,  Director 
of  the  Department  of  Administration,  requested  that  the  Con- 
sulting Services  Bureau  review  the  Division's  operations.  This 
report  is  the  culmination  of  that  effort. 

During  the  course  of  this  study,  the  Consulting  Services 
Bureau : 

o Examined  the  internal  operating  procedures  of  the 
State's  centralized  printing  facility. 

o Reviewed  the  "make/buy"  process  on  which  the  State 
bases  its  printing  decisions. 

o Identified  and  reviewed  the  types  and  volume  of  print- 
ing work  performed  by  the  independent  duplicating  oper- 
ations of  other  State  agencies. 

o Evaluated  the  appropriateness  of  continuing  a "pool" 
concept  for  photocopier  equipment  and  service. 

This  study  is  not  the  first  evaluation  of  the  State's  print- 
ing and  duplicating  function.  A report  prepared  by  the  Council 
of  State  Governments  in  1979  concluded  the  State's  approach  to 
printing  and  duplicating  was  fragmented  and  inadequate.  In  re- 
sponse to  the  recommendations  of  that  report,  the  Department  of 
Administration  created  the  Division  of  Publications  and  Graphics. 

In  1980,  a performance  audit  of  the  Purchasing  Division 
conducted  by  the  Legislative  Auditor's  Office  reaffirmed  many  of 
the  findings  of  the  Council  of  State  Governments'  report.  It 
found  the  levels  of  agency  printing  expertise  ranged  from  " ... 
total  bewilderment  to  the  ability  to  specify  exactly  what  is 
desired."  It  also  noted  a fragmentation  of  printing  capacity 
among  State  agencies  and  identified  several  problem  areas  in  the 
printing  procurement  process. 

Concurrent  with  this  review  is  a similar  yet  separate  study 
by  a private  consultant  sponsored  by  the  Legislative  Finance 
Committee.  The  private  study  is  expected  to  address  the  tech- 
nical aspects  of  State  printing,  concentrating  on  efficiency  of 
operation,  appropriateness  of  equipment,  and  proficiency  of  per- 
sonnel. In  contrast,  this  review  focused  on  management  analysis, 
appropriateness  of  the  services  provided,  and  operating  proce- 
dures. The  report  is  presented  in  three  separate  sections: 

1.  Publications  and  Graphics  Division  Review. 

2.  Satellite  Operations  Review. 

3.  Photocopier  Pool  Review. 
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PUBLICATIONS  AND  GRAPHICS  DIVISION  REVIEW 


HISTORY  OF  MONTANA'S  PRINTING  OPERATION 

The  history  of  Montana  State  Government's  internal  printing 
operations  is  well  documented.  In  what  turned  out  to  be  a suc- 
cessful move  to  cut  its  printing  costs,  the  1961  Legislature 
initiated  in-house  printing  and  duplicating  services  with  a one- 
man,  one-press  operation  in  the  Capitol  building.  Originally 
intended  for  legislative  use,  executive  branch  agencies  began 
using  the  operation  to  minimize  their  costs.  The  result  was  a 
rapid  expansion  of  the  facility  to  six  presses,  four  collators, 
and  a variety  of  bindery  equipment  by  1970.  At  this  time,  opera- 
tional responsibility  was  passed  to  the  General  Services  Bureau, 
(later  General  Services  Division),  Department  of  Administration. 
Through  increased  use  and  contributions  from  both  the  executive 
and  legislative  branches  of  government,  the  operation  continued 
growing.  In  1979,  the  Publications  and  Graphics  Division  was 
created  by  budget  amendment  in  response  to  the  Council  of  State 
Governments’  study  and  House  Bill  483  (Appropriations  Bill)  as 
passed  by  the  46th  Legislature. 

The  sole  statutory  authority  for  the  State's  centralized 
printing  operations  rests  in  two  statutes: 

Section  2-17-301,  M.C.A.,  Supervision  of  mailing,  data 
processing,  duplicating,  copying  and  automatic  typing 
facilities.  (1)  The  department  of  administration  shall  main- 
tain and  supervise  any  central  mailing,  messenger  service, 
data  processing,  duplicating,  and  copying  facilities  for 
state  agencies  in  the  capitol  area. 

(3)  Cost  records  shall  be  maintained  and  agencies  shall 
be  billed  for  services  received. 

Section  18-7-101,  M.C.A. , Power  to  contract  for  printing. 

(1)  Except  as  provided  in  1-11-301,  the  department  has 
exclusive  power,  subject  to  the  approval  of  the  governor,  to 
contract  for  all  printing  for  any  purpose  used  by  the  state 
in  any  state  office  (elective  or  appointive),  agency,  or 
institution . 

(2)  The  department  shall  supervise  and  attend  to  all 
public  printing  of  the  state  as  provided  in  this  chapter  and 
shall  prevent  duplication  and  unnecessary  printing. 

References  to  in-house  printing  are  also  found  in  the 
Montana  Operations  Manual  (MOM).  MM  1-79-3  encourages  agencies 
to  utilize  the  State's  centralized  duplicating  and  copying  ser- 
vices in  order  to  promote  efficiency  and  economy  in  State  gov- 
ernment. MM  1-79-2  sets  forth  objectives,  guidelines,  and  pro- 
cedures for  the  procurement,  control,  and  supervision  of  dup- 
licating and  copying  equipment. 
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Publications  and  Graphics'  initial  responsibility  for  ser- 
vicing the  State's  printing  needs  was  expanded  considerably  in 
1981  when  the  Division  was  further  granted  the  authority  through 
Management  Memo  1-81-1  to: 

"...  purchase  or  supervise  the  purchasing  of  all  State 
agencies'  printing  requirements,  including  those  areas 
related  to  printing,  duplicating,  binding,  graphic  and 
commercial  art,  typesetting,  and  reprographics." 
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SUMMARY  OF  CURRENT  SERVICES 


The  Publications  and  Graphics  Division's  central  facility  is 
located  at  920  Front  Street  in  the  Old  Liquor  Warehouse.  The 
Division  also  operates  two  quick  copy  centers  located  in  the 
basements  of  the  Capitol  and  SRS  buildings. 

The  Division  consists  of  five  service  areas  including: 

1.  Central  duplicating,  bindery,  and  quick  copy  services. 

2.  Graphic  art  and  pre-press  work. 

3.  Forms  supply. 

4.  Printing  coordination  and  purchasing. 

5.  Photocopier  pool. 

The  central  duplicating  facility  provides  duplicating 
services  for  all  State  agencies.  According  to  Division  records, 
the  central  facility  completed  jobs  totaling  24,917,849  impres- 
sions or  printed  pieces  in  FY  82  on  five  offset  presses,  four 
collators,  and  numerous  other  pr i n t ing-re lated  equipment. 
Approximately  78%  of  all  Division  duplicating  is  performed  at 
this  location. 

Short-run,  quick  turnaround  duplicating  work  is  handled  by 
the  two  Quick  Copy  centers  operated  by  the  Division.  The  centers 
completed  7,151,839  impressions  in  FY  82. 

The  graphic  arts/pre-press  function  is  housed  at  the  central 
facility.  This  function  includes  graphic  and  commercial  art, 
reprographics,  form  design,  and  typesetting.  The  purpose  of  this 
function  is  to  assist  agencies  in  producing  final,  ready- to-print 
work  from  rough  materials.  Also  located  in  the  Graphic  Arts 
Bureau  is  the  forms  control  and  supply  function.  The  Division 
provides  central  storage  for  all  forms  commonly  used  by  State 
government.  This  function  is  intended  to  ensure  uniformity  in 
form  design  and  to  ensure  an  adequate  supply  of  forms  for  State 
agencies . 

The  responsibilty  for  purchasing  all  printing-related  goods 
and  services  was  transferred  to  Publications  and  Graphics  in 
July,  1981.  This  function  is  intended  to  provide  the  expertise 
necessary  to  ensure  that  the  printing  requirements  of  all  State 
agencies  are  met  in  the  most  cost-effective  manner  possible. 

The  photocopier  pool  was  established  to  provide  a coor- 
dinated approach  to  meeting  the  photocopying  needs  of  State 
agencies.  Its  function  is  to  assist  State  agencies  obtain  the 
best  machine  available  to  meet  an  individual  need  and  do  so  at 
the  best  price  and  with  the  best  possible  service. 
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Because  the  Division  functions  on  a cost  recovery  basis, 
many  expect  it  to  operate  in  a manner  similar  to  a commercial 
facility.  However,  there  are  inherent  differences. 

As  stated  by  GAAFR  (Governmental  Accounting,  Auditing,  and 
Financial  Reporting), 

"Business  enterprises  exist  to  maximize  economic  prof- 
it. Although  they  sometimes  engage  in  legal,  politi- 
cal, or  social  activities,  they  do  so  for  the  purpose 
of  generating  additional  economic  profits.  Because 
economic  profits  can  be  readily  expressed  in  monetary 
terms,  an  operating  statement  'bottom  line'  provides  a 
reasonably  useful  tool  for  assessing  the  performance 
effectiveness  and  efficiency  of  a business  enterprise." 

"Governments,  on  the  other  hand,  exist  to  provide 
necessary  social  services  to  their  constituents,  not  to 
earn  economic  profits. 

Consequently,  if  the  costs  incurred  by  an  in-house  facility 
are  comparable  to  commercial  operations,  service  considerations 
such  as  turnaround  time  and  convenience  become  the  predominant 
factors  for  assessing  the  performance  and  efficiency  of  their 
operations . 

A 1976  PIA(Printing  Industries  of  America)-Harris  Corpora- 
tion study  titled  "A  New  Look  at  Management  and  Profits  in  the 
Printing  Industry"  indicates  there  are  over  29,000  commercial 
printers  and  over  11,000  in-house  (i.e.,  internal,  non-profit) 
printing  operations  in  the  United  States.* 2  This  represents  an 
increase  over  the  past  few  years  which  some  feel  is  an  indication 
that  a growing  number  of  organizations  are  establishing  their  own 
facilities  not  only  to  cut  costs,  but  also  to  provide  expertise 
and  coordination  in  the  thousands  of  demand  categories  that  exist 
for  printed  products. 

The  State  of  Montana  is  by  no  means  unique  in  the 
establishment  of  a centralized  in-house  printing  operation. 
Other  states  have  developed  similar  facilities.  During  the 
course  of  this  study,  several  state  printers  were  contacted  to 
learn  why  their  states  had  established  internal  operations.  They 
indicated  that  three  factors  contributed  to  the  decision: 

1 . Convenience . 

Several  printers  feel  there  are  distinct  communication 
and  turnaround  time  advantages  in  maintaining  an  inter- 
nal operation. 


Governmental  Accounting  and  F i n a n c i a 1 Reporting , (Municipal 
Finance  Officers  Association  1980 ) , p.2. 

2 Ruggles,  Philip.  Printing  Estimating  (Brenton  Publishers, 
1979)  p.  26. 

2 Ibid,  p.26. 
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2 . Elimination  of  bidding  small  print  jobs. 

As  in  Montana,  most  state  jobs  require  5 to  20  days  to 
complete  the  bidding  process.  Those  jobs  that  must  be 
procured  outside  the  normal  process  (e.g.,  emergency 
orders)  are  obtained  at  premium  price. 

3 . Cost. 

Because  an  intragovernmental  operation  is  not  required 
to  show  a profit  or  employ  a sales  force,  in-house 
printing  is  logically  more  cost-effective.  These  ad- 
vantages are  amplified  if  the  in-house  facility  has  the 
capability  to  match  proper  machinery  with  each  job. 

Within  these  five  service  areas,  the  Division  processed 
21,606  printing  and  duplicating  requests  at  a cost  of  $2.6  mil- 
lion in  FY  82.  A summary  is  presented  below: 


TABLE  1 

SUMMARY  OF  PRINTING  AND  DUPLICATING  ACTIVITY* 


Jobs 

In-house 

20,920 

In-state  vendors 

518 

Out-of-state  vendors 

168 

Total 

21 , 606 

*These  figures  do  not  include 
non-Department  of  Administratic 


Total 

( 97%)  $ 761,495  ( 29%) 

( 3%)  1,136,325  ( 43%) 

( 1%)  757,509  ( 28%) 

(100%)  $2,655,329  ( 10CT%T 

the  satellite  operations  (i.e., 
l facilities . ) 


Table  1 shows  that  a total  of  21,606  jobs  passed  through  the 
Publications  and  Graphics  Division  in  FY  82.  Of  these,  nearly 
97%  were  completed  internally.  However,  the  Division  received 
less  than  30%  of  the  State's  total  dollar  cost  of  the  21,606 
jobs.  Calculations  reveal  that  the  average  cost  for  in-house 
jobs  was  $36.40,  compared  to  $2194  for  in-state  vendor  jobs  and 
$4509  for  out-of-state  jobs.  These  figures  indicate  that  the 
Division  performs  primarily  short-run  work  that  represents  low- 
profit  opportunities  for  commercial  vendors. 


The  remaining  portions  of  this  study  discuss 
issues  associated  with  the  Publications  and  Graphics 


a number  of 
Division. 
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ISSUES 


Cost 


Direct  cost  comparisons  between  the  Publications  and 
Graphics  Division  and  the  private  sector  are  difficult  to  draw 
unless  identical  jobs  are  examined.  Several  factors  contribute 
to  this  problem: 

1.  Different  jobs  require  different  production  techniques 
that  may  vary  significantly  in  cost.  For  example  , the 
quality  requirements  of  one  form  may  allow  the  use  of  a 
lower  cost  paper  master  while  a similar  form  may  demand 
the  higher  quality  and  price  of  a metal  plate. 

2.  Equipment  £a£abilities  and  staff  expertise  vary 
significantly  among  vendors  TTncludlng  Publications  and 
Graphics).  The  first  portion  of  a 30b  (e.g.,  artwork 
or  typesetting)  may  be  completed  more  cost-effectively 
at  vendor  "A"  than  at  vendor  "B".  For  the  remaining 
portion  of  the  job  (e.g.,  duplication  or  bindery),  the 
reverse  may  occur.  Therefore,  only  the  total  job  price 
represents  an  accurate  comparison. 

3.  There  are  variations  in  the  types  and,  therefore,  costs 
of  paper  needed  or  desired  for  different  jobs.  Paper 
may  contribute  to  as  much  as  40%  of  the  total  job 
costs . 

4 • As  a cri  t i ca^L  factor  in  c ompa  r j_n£  jobs. 

Generally,  the  greater  the  quantity  desired,  the  great- 
er the  price,  with  a reduced  cost  per  unit.  This  means 
that  while  the  customer  pays  more  for  a greater 
quantity,  the  price  paid  is  actually  less  per  unit  or 
per  impression  as  quantity  increases.  Therefore,  com- 
parisons are  only  valid  on  identical  volume  jobs. 

5.  Prices  charged  by  commercial  vendor s may  not  always 
reflect  typical-  charges.  Many  vendors  seek  "filler 
work"  with  which  to  use  up  old  paper  stock  and/or  keep 
the  plant  busy  in  slow  times.  The  intent  is  to  at 
least  recover  manufacturing  costs  without  having  to 
layoff  employees.  Therefore,  commercial  price  quotes 
which  are  significantly  below  other  competitors' 
(including  Publications  and  Graphics)  should  be  viewed 
cautiously  when  making  comparisons. 

Hundreds  of  purchase  orders,  term  contracts,  and  in-house 
requisitions  were  reviewed  to  identify  identical  jobs.  Unfortun- 
ately, an  insufficient  number  of  such  jobs  could  be  located  for  a 
valid  comparison  to  be  made.  An  alternative  method  was  chosen 
in-house  estimates  of  jobs  previously  performed  by  the  commercial 
sector . 
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The  in-house  estimate  method  involved  locating  jobs  com- 
pleted by  commercial  printers  that  potentially  could  have  been 
completed  by  the  State's  in-house  facility.  Fifty-seven  such 
jobs  formerly  let  to  the  private  sector  under  Class  2 and  2A 
Contracts  or  currently  let  under  the  6A  Forms  Contracts  were 
selected  at  random  and  taken  to  the  Publications  and  Graphics 
Division  for  estimates  from  the  Division's  published  price  list. 
In  an  attempt  to  reduce  bias,  two  different  sets  of  estimates 
from  two  Division  employees  were  received.  When  differences  were 
noted,  the  highest  estimate  was  chosen. 

For  various  reasons,  only  26  of  the  57  jobs  selected  were 
judged  to  be  comparable.  Table  2 on  the  following  page  reflects 
the  cost  comparisons  of  these  jobs  between  the  commercial  sector 
and  the  Publications  and  Graphics  Division. 


8 


TABLE  2 


COST  COMPARISON 

PUBLICATIONS  AND  GRAPHICS  DIVISION /COMMERCIAL  PRINTERS 
"IN-HOUSE  ESTIMATE"  METHOD 


P.0.  No. 

Description 

Purchase 
' Order 
Amount 

Adjusted 

for 

Inflation## 

Publications 
5.  Graphics 
Estimate 

Diff . 

( P&G 
Lower) 

418038*** 

1500 

1500 

8 1/2x11  forms) 
8 1/2x11  forms/ 

$1243.94 

$1380.77 

$1001.00 

($379.77) 

410891** 

1000 

Mailing  labels 

29.00 

36.05 

51.14 

15.09 

411097** 

3000 

3 1/2x5  forms 

44.25 

55.01 

32 . 18 

(22.83) 

411092** 

8000 

5x3  Gummed  labels 

141.24 

175.58 

178.87 

3.29 

410890** 

5000 

8 1/2x11  forms 

70.00 

87.02 

107.55 

20.53 

416836*** 

7000 

10000 

RAT  Letters) 
RBT  Letters | 

737.34 

818.45 

608.29 

(210.16) 

416646*** 

18000 

5000 

Adv  Letters) 

Job  Ser  Bus  Cards 

220.50 

244 . 76 

113.45 

(131.31 ) 

399938* 

500 

8 1/2x11  Certificate 

80.00 

112.39 

79.83 

(32.56) 

411091** 

20000 

8x5  1/2  forms  110# 

299.00 

371 . 71 

292.23 

(79.48) 

418332*** 

10000 

8 1/2x15  1/4  forms 

570.00 

632.70 

512.20 

(120.40) 

418337*** 

3000 

8 1/2x14  3pt  carb  fm 

440.13 

488.54 

404.93 

(83.61  ) 

399940* 

150 

3x5  Exam  Cards  110# 

21.50 

30.20 

19.59 

(10.61 ) 

399683* 

10000 

8 1/2x11  3pt  carb  fm 

661.60 

929.43 

515.40 

(414.03  ) 

404633** 

10000 

8 1/2x14  forms 

250.00 

310.79 

234.30 

(76.49) 

399699* 

1000 

8 1/2x11  letterhead 

33.65 

47.27 

39.30# 

(7.97) 

399236* 

10000 

8 l/2xll  letterhead 

145.00 

203.71 

179.40# 

(24.31) 

399980* 

15000 

8 1/2x11  Pamphlets  2 col 

460.00 

646.25 

464.85 

(181.40) 

399934* 

14000 

8 1/2x11  1/4  Applic  fm 

301.25 

423.22 

160.75 

(262.47) 

7000 

8 1/2x11  3pt  carb  fm 

504.72 

709.08 

513.87 

(195.21) 

411090** 

1000 

8 1/2x11  2pt  carb  fm 

62.00 

7 7.08 

128.65 

51.57 

410888** 

200 

8 1/2x11  2pt  forms 

38.70 

48.11 

44.73 

(3.38) 

418023*** 

5000 

8 l/2xll  Victim  Broch 

335.00 

371.85 

283.90 

(87.95) 

3000 

8 1/2x11  Employee  Broch 

260.00 

288.60 

236.65 

(51.95) 

15000 

8 1/2x11  Insur  Broch 

560.00 

621.60 

375.15 

(246.45 ) 

399978* 

2500 

5 1/2x8  1/2  Parent  Gu  8 

415.00 

583.03 

532.63 

(50.40) 

2500 

5 1/2x8  1/2  Parent  Gu  12 

545.00 

65.66 

603.01 

(162.65) 

* Purchase  Order  Date  - 1979 
**  Purchase  Order  Date  - 1980 
***  Purchase  Order  Date  - 1981 

$8468.82 

$104580.86 

$7713.85 

($2745.01) 

# January,  1982  Price  List  For  Letterhead  Only 

##  The  Porte  Publishing  Company,  a nationally-recognized  printing  service  and  pub- 
lishers of  the  Franklin  Catalog,  supplied  the  following  industry-specific  inflation 


factors : 


1979  13% 

1980  12% 

1981  11% 


Table  2 indicates  the  Publications  and  Graphics  Division 
could  have  completed  22  of  the  26  jobs  (85%)  at  costs  lower  than 
those  charged  by  the  commercial  sector  using  1982  prices.  If  all 
26  jobs  had  been  completed  in-house,  the  State  would  have  real- 
ized approximately  36%  in  savings. 
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Another  method  of  comparing  costs  involves  using  the 
Franklin  Catalog.  The  Franklin  Catalog  provides  printing  cost 
estimates  for  various  types  of  printing  to  user  printers.  The 
catalog  has  been  criticized  for  a "high  degree  of  variability 
among  users  in  interpreting  charges."  However,  Section  H,  page 
11  of  the  catalog  provides  quick  printing  estimates  for  single 
side  work  for  varying  paper  rates.  At  a paper  cost  rate  of  .005 
per  sheet,  (also  the  paper  rate  used  in  Publications  and 
Graphics'  published  price  schedule),  the  Publications  and 
Graphics  Division's  total  duplicating  rate  is  33%  less  than  the 
Franklin  Catalog  price  for  1000  impressions. 

Additional  information  was  gathered  from  an  independent  AM 
(Addressograph/Multigraph)  study  concerning  the  cost  variations 
between  state  and  commercial  duplicating  operations.  The  study 
concluded  that  state  facilities  complete  jobs  at  a cost  approxi- 
mately 22%  less  than  similar  commercial  operations  at  a volume 
rate  of  7.2  million  impressions  per  year.  (See  Appendix  A for 
details  on  AM's  analysis.) 

Finally,  attempts  to  compare  Montana's  prices  with  those 
charged  by  other  states  proved  invalid  because  of  significant 
variations  in  the  approaches  used  to  recover  costs.  Montana 
prices  all  duplicating  work  on  a per  impression  basis  and  does 
not  distinguish  between  quick  copy  services  (i.e.,  short-run, 
fast  turnaround)  and  longer-run  duplicating  work,  while  other 
states  recover  costs  for  quick  copy  work  by  impression,  but 
assess  an  hourly  charge  for  longer-run  work. 

Because  of  the  nature  of  printing,  it  is  difficult  to  deter- 
mine precisely  the  cost  variations  between  the  Publications  and 
Graphics  Division  and  the  commercial  sector.  However,  on  the 
basis  of  the  analysis  performed,  it  appears  that  the  Division's 
costs  are  significantly  less  than  those  of  the  commercial  sector 
for  duplicating  work  within  the  Division's  capabilities. 

Rate  Structure 


The  Division  charges  for  all  duplicating  services  on  a per 
impression  basis.  A graduated  schedule  for  up  to  twenty  copies 
has  been  developed,  with  each  impression  above  twenty  charged  at 
$.012.  Other  services,  such  as  typesetting  and  bindery,  are 
priced  on  an  hourly  basis. 

Division  records  indicate  that  the  two  Quick  Copy  centers 
are  not  self  supporting.  This  occurs  because  the  existing  rate 
structure  does  not  discriminate  between  quick  copy/ short-run  work 
and  long-run  jobs.  The  concept  of  the  "Quick  Copy"  operations  is 
to  provide  immediate  service  and  fast  turnaround  time  for  short- 
run,  average-quality  jobs.  Because  short-run  jobs  require  fre- 
quent starting,  stopping,  and  machine  adjustment,  this  service  is 
generally  more  expensive  to  provide  than  long-run  work  which 
allows  equipment  to  reach  optimum  speed  for  a sustained  period. 
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Division  personnel  are  aware  that  long-run  jobs  seem  to  be 
subsidizing  short-run  work  and  have  proposed  an  hourly  rate 
scheme  for  their  high— volume  machines  (i.e.,  Davidson  702, 
AM1250).  Although  this  pricing  scheme  would  better  reflect 
actual  costs,  it  would  result  in  a per  impression  rate  for  work 
completed  on  some  equipment  and  an  hourly  rate  for  work  completed 
on  others.  This  inconsistency  may  cause  confusion  among  user 
agencies  and  may  complicate  the  job  estimation  process. 

Several  national  printing  organizations  were  contacted  to 
obtain  suggestions  for  an  alternative  schedule.  Mr.  Jim  Lovett 
of  the  Printing  Industries  of  the  Pacific  outlined  the  following 
three  phase  approach  which  appears  well  suited  to  Montana: 

1.  Masters  Charge 

Isolate  all  costs  of  making  the  master  needed  for  the 
job.  (This  is  part  of  Publication  and  Graphics'  current 
pricing  procedure). 

2 . Make/Ready  Charge 

Develop  an  average  charge  for  machine  "set-up"  that 
would  be  applicable  to  each  job. 

3.  Graduated  Rate  Schedule 

Complete  and  average  a time/cost  summary  for  each 
duplicating  machine  and  develop  a graduated  rate  struc- 
ture similar  to  the  example  below: 

0-  50  copies  — .05  per  impression 
51-100  copies  — .03  per  impression 
101-200  copies  — .025  per  impression 
...  until  the  lowest  impression  rate  is  identified. 

A rate  structure  exhibiting  these  characteristics  could  ensure 
that  all  relevant  costs  are  recovered  for  short-run  jobs  while 
providing  a volume  discount. 

Accounting  Procedures 

The  Division  operates  on  a cost  recovery  basis  and  maintains 
15  responsibility  centers  to  isolate  the  costs  associated  with 
each  service  area. 

An  accurate  cost  accounting  system  is  essential  to  every 
printing  operation.  Only  from  such  a system  can  reliable  cost 
recovery  rates  be  determined.  The  June,  1981  Cost  Recovery  Study 
prepared  by  the  Consulting  Services  Bureau  has  served  as  the 
cornerstone  for  rate  determinations  since  its  release.  Because 
this  study  reflected  costs  at  a point  in  time  (1981),  it  recom- 
mended that  the  Division  review  its  rate  structure  and  allocation 
of  administrative  costs  annually  to  verify  the  accuracy  of  the 
report  and  to  reflect  any  changes  in: 

- Depreciation 

Equipment  capacities  and  speed 
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Productivity 
FTE  usage 

Costs  for  items  such  as  communications,  rent,  travel, 
material  costs,  etc. 

There  appears  to  be  only  limited  on-going  review  of  existing 
cost  centers  to  determine  whether  the  current  allocations  of 
administrative  costs  reflect  actual  usage.  For  example,  the 
Graphic  Arts  Bureau  maintains  two  responsibility  centers  that 
handle  all  state-wide  forms  that  are  purchased  or  duplicated  in- 
house  for  distribution  among  all  agencies.  Responsibility  Center 
515  — Goods  Purchased  For  Resale  (Printing  Coordinator)  — 
reflects  the  income  derived  from  the  sale  of  forms  and  expenses 
only  direct  purchases  of  printed  forms  and  stationary.  Respon- 
sibility Center  514  --  Forms  Design  and  Supply  --  records  only 
income  received  through  forms  design  work.  However,  it  appears 
to  expense  all  personnel  services  and  operating  costs  (e.g., 
rent,  communication,  etc.)  associated  with  both  centers.  The  net 
result  shows  one  center  with  a significant  financial  gain,  while 
the  other  center  shows  a significant  financial  loss. 

Division  personnel  recognize  that  all  costs  of  Forms  Supply 
are  not  being  recovered.  Omitted  costs  included  administrative 
overhead  associated  with  selling  and  storing  of  forms  and  the 
processing  of  forms  orders.  In  an  effort  to  recover  these  over- 
head costs,  the  Division  assesses  a 25%  handling  and  storage 
markup  on  most  state-wide  forms.  Because  the  year-end  profit  and 
loss  statement  consolidates  these  two  centers,  actual  income  and 
expenses  for  both  centers  might  average  out. 

However,  an  on-going  review  of  each  responsibility  center 
should  be  implemented  to  ensure  that  current  allocations  of 
relevant  costs  reflect  the  actual  operating  configuration  of  the 
Division . 

To  complement  the  internal  accounting  system,  several  state 
printing  operations  and  national  printing  organizations  recommend 
every  print  shop  develop  and  maintain  a production  standards 
manual.  A production  standard  is  defined  as  an  "hourly  unit 
value  representing  the  average  output  of  a particular  operating 
area,  producing  under  specified  conditions". 

A production  standards  manual  provides  a fixed  standard  of 
production  from  which  deviations  in  production  can  be  identified. 
This  assists  management  in  isolating  non-productive  employees  or 
equipment.  Equally  important,  it  serves  as  a vehicle  for  direct 
production  comparisons  between  in-house  operations  or  against 
national  standards. 

The  Publications  and  Graphics  Division  has  taken  the  initial 
step  in  developing  a production  manual  through  the  implementation 
of  the  job/time  study.  Continued  efforts  in  this  area  are 
strongly  recommended. 

4 Ruggles,  p.73 
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Agency  Perceptions 

The  Division  exists  to  assist  State  agencies  meet  their 
printing  needs  in  the  most  efficient  and  cost-effective  manner 
possible.  To  assess  the  Division's  success  in  fulfilling  this 
duty,  27  individuals  in  10  separate  agencies  were  asked  for  their 
opinions.  Comments  ranged  from  total  satisfaction  with  the 
Division  to  specific  service  complaints. 

Although  some  agencies  complained  about  the  Publications  and 
Graphics  Division,  the  interviews  indicated  general  satisfaction 
with  the  Division's  work.  Specifically,  agencies  noted  that  the 
Division  offers  the  advice  and  expertise  needed  to  complete 
complex  printing  jobs.  Fast  turnaround  time  and  prompt  and 
courteous  service  were  also  cited  as  Division  strengths. 

Several  agencies  complained  about  jobs  previously  sent  to 
Publications  and  Graphics  that  were  not  placed  into  production 
within  a reasonable  length  of  time.  Nearly  every  one  of  these 
incidents,  however,  occurred  prior  to  January,  1982.  In  January, 
a significant  change  in  personnel  included  replacement  of  the 
Printing  Coordinator.  This  Coordinator  had  apparently  often 
committed  the  Division  to  jobs  beyond  the  latter's  capabilities. 
Similar  complaints  about  the  current  Printing  Coordinator  are 
isolated  and  infrequent. 

On  a less  positive  note,  many  agencies  expressed: 

a general  lack  of  knowledge  of  the  Division's 
policies  and  procedures; 

disappointment  that  Division  personnel  no  longer 
come  to  State  agencies  when  assistance  is  needed; 

— concerns  that  printing  costs  have  increased. 

The  interviews  clearly  indicated  a general  lack  of  communication 
between  the  Division  and  its  user  agencies.  Several  individuals 
indicated  they  were  unfamiliar  with  the  capabilities  and  services 
offered  by  the  Division.  Confusion  over  the  Division's  policies 
and  procedures  was  also  noted.  Specifically,  agencies  complained 
that  the  Division  assessed  handling  fees  without  prior  notifica- 
tion or  explanation.  This  lack  of  awareness  of  Division  policies 
and  procedures  has,  in  some  instances,  caused  hard  feelings  and 
"suspicion"  with  regard  to  the  Division. 

The  1979  Council  of  State  Governments'  study  recommended  the 
development  of  a procedures  manual  to  inform  user  agencies  of  the 
printing  process.  The  Division  prepared  an  introductory  booklet 
shortly  after  its  creation;  however,  the  publication  has  not 
since  been  updated. 
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A new  manual  should  be  developed  to  communicate  the  more 
recent  changes  that  have  occurred.  At  a minimum,  the  manual 
should : 

o Explain  statutory  and  administrative  printing  rules. 

o List  the  services  provided  by  the  central  facility. 

o Identify  and  explain  the  forms  to  be  used  to  procure 
printing . 

o Explain  any  charges  assessed  by  the  Division  that  are 
not  detailed  on  the  published  price  list. 

Current  Staffing  Pattern 

During  the  interviews,  several  individuals  expressed  concern 
over  the  size  of  the  Division's  administrative  staff.  Consequent- 
ly, a review  of  existing  personnel  was  made. 

As  of  9/1/82,  the  Division  employed  24  individuals, 
deployed  in  four  areas: 

Division  Administration 

-Division  Administrator 

-Assistant  Administrator/Printing  Coordinator 
-Administrative  Secretary 
-Accounting  Technician 

These  positions  provide  administrative  support  to  the  entire 
Division  and  are  allocated  between  the  Duplicating  and  Graphic 
Arts  Bureaus  on  a 75%  Duplicating— 25%  Graphic  Arts  split.  This 
split  is  based  on  reported  volume  of  sales. 

Duplicating/Bindery 

-Duplicating  Bureau  Chief 

-Duplicating  Services  Supervisor 

-11  Duplicating  Machine  Operators  (1  vacant) 

These  positions  are  charged  against  the  Duplicating  Bureau. 

Graphic  Arts  and  Form  Design 

-Graphic  Arts  Bureau  Chief 
-Commercial  Artist  (vacant) 

-Forms  and  Graphic  Arts  Technician 
-Art/Design  Technician 
-Graphic  Arts  Technician 
-2  Photo  Typesetters 

These  positions  are  charged  to  the  Graphic  Arts  Bureau. 

Purchasing 

-Purchasing  Agent 
-General  Office  Clerk 

These  positions  are  general  funded.  They  were  transferred  to  the 
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Division  in  July  1981  to  assist  State  agencies  in  the  procurement 
of  printing-related  material. 

The  current  staffing  pattern  does  not  have  an  excess  of 
administrative  positions.  In  fact,  a primary  problem  is  that  the 
current  staffing  pattern  does  not  provide  sufficient  management 
analysis/accounting  service  support.  With  the  exception  of  bil- 
ling support  services  provided  by  the  Division's  Accounting  Tech- 
nician, all  financial  statements  are  prepared  by  the  Department 
of  Administration's  Centralized  Services  Division.  Time  and 
resource  constraints  of  Centralized  Services  have  precluded  the 
preparation  of  timely  monthly  financial  reports.  In  fact,  year- 
to-date  income  and  expense  statements  for  the  Duplicating  Bureau 
have  not  been  updated  since  March  of  this  year.  As  a revolving 
fund  operation,  the  Division  must  closely  monitor  its  financial 
position.  Therefore,  the  Division  should  add  the  position  of 
Management  Analyst/Accountant  to  provide  more  timely  financial 
information.  As  a member  of  the  Division’s  management  team,  the 
Analyst/Accountant  should  be  expected  to  actively  assist  in  the 
development  of  cost— recovery  rates  and  provide  sound  financial 
advice  to  the  administrative  staff. 

* (Note : On  9/9/82,  the  Division  began  recruiting  for  a Grade  13 

Management  Analyst.) 

One  other  problem  with  the  Division's  staffing  pattern  is 
that  the  combined  position  of  Assistant  Administrator /Printing 
Coordinator  is  supported  as  an  administrative  overhead  expense  by 
both  the  Duplicating  and  Graphic  Arts  Bureaus.  Division  policy 
calls  for  the  Printing  Coordinator  to  assist  this  funding  by 
assessing  a 10%  fee  on  those  jobs  that  require  an  extraordinary 
amount  of  assistance.  However,  it  was  impossible  to  determine 
from  Division  records  the  amount  of  revenue  generated  by  the  fee. 

While  a portion  of  the  position’s  responsibilities  includes 
administrative  support,  an  estimated  75%  of  this  individual  s 
time  is  spent  providing  technical  assistance  to  State  agencies  in 
meeting  their  printing  needs.  Because  the  Printing  Coordinator  s 
primary  role  is  to  assist  State  agencies  with  their  printing 
requirements,  it  is  questionable  whether  the  Division  should  have 
to  support  this  administrative  expense.  Consequently,  the  State 
should  consider  funding  the  position  of  Printing  Coordinator  as  a 
general  fund  expense. 

Printing  Procurement 

The  Division  purchases  outside  printing  through  three 
distinct  means: 


- Term  Contracts 

- 6A  Forms  Contracts 

- Individual  Job  Bids 

Term  contracts  are  agreements  in  which  goods  are  purchased 
at  a predetermined  unit  price  for  a specific  period  of  time. 
Publications  and  Graphics  currently  maintains  10  term  contracts 
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covering  such  items  as  envelopes,  business  cards,  and  computer 
tab  cards. 

The  procedures  used  by  the  Division  in  letting  term  con- 
tracts parallels  that  of  the  Purchasing  Division.  Publications 
and  Graphics  identifies  the  work  to  be  procured,  draws  up  de- 
tailed work  specifications,  solicits  sealed  bids,  and  awards 
contracts  to  the  lowest  bidder.  After  the  contract  is  awarded, 
an  agency  can  either  deal  directly  with  the  vendor  or  work 
through  Publications  and  Graphics.  If  an  agency  deals  through 
the  Division,  a handling  fee  not  to  exceed  10%  is  charged. 

The  6A  Forms  Contracts  cover  many  internal  forms.  Prior  to 
the  beginning  of  each  fiscal  year,  agencies  submit  their  forms  to 
the  purchasing  agent  at  Publications  and  Graphics.  The  require- 
ments are  summarized  and  each  agency's  work  is  let  to  bid  on  an 
"all  or  nothing"  basis. 

The  majority  of  purchased  printing  is  obtained  through  indi- 
vidual bids.  Prior  to  FY  82,  flat  and  bound  printing  work  under 
10,000  copies  (excluding  forms)  was  solicited  under  Type  2 and  2A 
Contracts.  These  contracts  were  let  yearly  on  the  basis  of 
discounts  from  the  Franklin  Catalog.  The  May,  1980  Performance 
Audit  compiled  by  the  Legislative  Auditor's  Office  identified  a 
"high  degree  of  variability  in  interpreting  charges  under  the 
Franklin  Catalog".  The  audit  noted  that  "awarding  a contract 
based  upon  a discount  which  is  subject  to  variability  does  not 
provide  for  adequate  competition".  In  response  to  these  con- 
cerns, the  Division  began  phasing  out  the  Type  2 and  2A 
Contracts.  In  FY  83,  only  three  State  agencies  — Montana  State 
University,  MSU  Agricultural  Experimental  Station,  and  Montana 
Tech/Bureau  of  Mines  — continue  to  use  the  contracts. 

To  let  individual  jobs,  the  Purchasing  Agent  uses  one  of 
three  methods  of  bid  solicitation  — price  requests  (i.e.,  sealed 
bids),  "please  writes"  (limited  bids),  or  telephone  quotes. 
There  are  no  predetermined  guidelines  for  solicitations.  The 
appropriate  method  is  determined  by  the  size  of  the  job  or  the 
amount  of  time  available  to  purchase  the  product.  Most  jobs, 
especially  large  contracts  (e.g.,  6A  Forms)  are  procured  by 
sealed  bid;  jobs  which  have  extraordinary  characteristics  (i.e. 
only  one  printer  has  the  capabilities  to  do  the  work)  are  cured 
through  please  writes;  and  jobs  needed  immediately  are  let  by 
phone  quotes. 

There  are  three  major  concerns  with  the  existing  printing 
procurement  procedures.  First,  several  agencies  are  unaware  that 
they  can  deal  directly  with  vendors  holding  term  contracts  for 
items  such  as  envelopes  or  business  cards.  Other  agencies  in- 
dicated they  became  irritated  with  the  Division  when  they  first 
learned  of  the  handling  fee,  which  they  felt  was  "hidden".  It 
was  suggested  in  an  earlier  section  that  the  Division  develop  a 
procedural  manual.  A complete  discussion  of  this  charge,  as  well 
as  all  other  fees,  should  be  included. 
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In  addition,  there  often  does  not  appear  to  be  a significant 
variation  in  the  amount  of  effort  required  to  handle  low-cost  as 
opposed  to  higher-cost  items.  In  some  instances,  the  percentage 
surcharge  may  be  excessive  with  regard  to  the  level  of  effort 
required  and  the  Division  does  not  assess  the  full  10%  fee.  There 
are,  however,  no  objective  criteria  available  to  determine  either 
when  the  10%  fee  is  not  appropriate  or  what  alternate  fee  should 
be  applied.  Therefore,  the  feasibility  of  adopting  a standard 
charge  for  handling  services  should  be  explored. 

Second,  previous  studies  have  concluded  that  6A  Contracts 
tend  to  be  too  broad.  A decrease  in  usage  of  the  6A  Contracts  by 
State  agencies  was  noted  over  the  past  three  years.  For  example, 
the  Department  of  Revenue  is  eliminating  many  form  letters  from 
their  6A  Contracts  in  favor  of  an  automated  approach.  In  light 
of  this  decreased  usage,  the  Division,  in  cooperation  with  other 
State  agencies,  should  continue  to  examine  the  6A  Contracts  to 
determine  if  this  work  could  be  handled  on  a bid  basis. 

Third,  because  each  printing  job  is  unique,  properly  written 
specifications  are  critical  in  order  to  communicate  to  commercial 
printers  the  exact  parameters  of  the  job.  In  FY  82,  the  Publica- 
tions and  Graphics  Division  assigned  686  purchase  orders.  Of  the 
686,  43  purchase  order  adjustments  were  issued.  The  most  common 
factor  for  an  adjustment  was  agency  cancellation,  often  because 
the  vendor  was  unable  to  complete  the  requirements  of  the  con- 
tract. However,  an  appreciable  percentage  of  the  adjustments 
occurred  because  of  agency— initiated  changes  in  the  specifica- 
tions after  the  contract  was  awarded.  Changing  specifications 
after  a job  is  placed  in  production  may  result  in  increased  costs 
to  the  agency  and  inconvenience  (or  on  occasion,  loss  of  profit) 
to  the  vendor.  In  terms  of  the  number  and  costs,  the  adjustments 
do  not  appear  to  represent  a significant  problem.  However,  the 
need  for  adjustments  can  be  reduced  through  appropriate  manage- 
ment action.  This  could  be  accomplished  by  formalizing  the 
current  system  of  communication  with  agencies  and  private 
printers.  This  would  include: 

1 . Pre-Bid  Conferences . 

These  conferences  would  provide  an  opportunity  for  the 
requesting  agency  to  explain  requirements  which  are 
complex  and/or  demand  unusual  quality  control  measures 
essential  to  the  development  of  precise  specifications. 
There  have  been  situations  when  agency  specifications 
have  been  rewritten  by  the  Division  prior  to  awarding 
the  contract,  yet  the  revised  specifications  were  not 
returned  to  the  requesting  agency  for  review.  Since 
accurate  specifications  are  critical  to  the  success  of 
the  competitive  bidding  process,  all  revised  specifica- 
tions should  be  reviewed  by  requesting  agencies  prior 
to  any  requests  for  quotations. 
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2. 


Prior-to-Production  Conferences. 

After  the  award,  but  prior  to  any  performance  under  the 
contract,  it  may  be  beneficial  for  representatives 
from  the  requesting  agency,  the  Publications  and 
Graphics  Division,  and  the  successful  contractor  to 
meet  and  discuss  the  important  aspects  of  the  job  in 
order  to  avert  potential  problems.  The  conferences 
should  be  limited  to  those  jobs  involving  unusual  re- 
quirements (e.g.,  atypical  turnaround  time,  special 
quality  considerations,  etc.).  Because  of  the  lack  of 
proximity  of  many  vendors,  telephone  conferences  could 
be  considered. 


Make/Buy  Process 

The  primary  function  of  the  Publications  and  Graphics 
Division  is  to  ensure  that  the  State's  printing  requirements  are 
met  in  the  most  efficient  and  cost-effective  manner  possible. 
There  are  two  basic  methods  of  completing  this  task — performing 
the  work  in-house  or  purchasing  it  from  the  commercial  sector. 

Requests  for  in-house  printing  and  duplicating  services 
enter  Publications  and  Graphics  by  three  separate  means:  Dupli- 
cating Requisition  ( PGD  form  221),  Purchasing  Requisition  ( PGD 
Form  103)  or  by  Order  Form  (i.e.,  for  business  cards,  envelopes, 
forms  order). 


Publications  and  Graphics  personnel  have  indicated  that  the 
type  of  requisition  submitted  indicates  agency  preference;  that 
is,  orders  submitted  on  a duplicating  requisition  are  expected  to 
be  completed  in— house  while  orders  received  on  a purchasing 
requisition  are  expected  to  be  let  to  bid.  Thus,  the  type  of 
requisition  prepared  for  each  job  is  essential  to  the  current 
make/buy  process. 


In  terms  of  volume  of  work  orders,  duplicating  requisitions 
are  the  most  numerous.  An  average  of  80  per  day  are  handled  by 
the  Division.  The  flow  chart  (Figure  1)  on  the  following  page 
follows  the  progression  of  a duplicating  requisition  through  the 
Division’s  central  facility. 
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FIGURE  1 

DUPLICATING  REQUISITION  PATH 


Agency  determines  need,  completes  duplicating 
requisition,  requisition  enters  P & G. 


Assigned  job  number,  logged  in,  original  returned 
to  customer,  remaining  copies  stay  with  job  for 
tracking  purposes.  i 


Requisitions  sent  to  Duplicating  Bureau  Chief, 
determines  if  job  requires  pre-press  work. 

1 

f " 

No  


Duplicating  Bureau  Chief 
determines  if  job  should  be 
performed  in-house.  There  are 
no  pre-determined  criteria  for 
this  step,  but  in-house  capability, 
turnaround  time,  quality,  and  job 
size  are  considered.  About  10%  are 
forwarded  to  Printing  Coordinator 
for  special  review. 


1 

Yes 

I 

Requisition  sent  to  Graphic  Arts 
Bureau.  Pre-press  work  performed, 
camera-ready  copy  returned  to 
Duplicating  Bureau  (usually  5%  of 
requisitions). 


90% 

I 

Job  performed  in-house, 
agency  billed. 


10% 

I 

Printing  Coordinator  makes  final  deter- 
mination whether  job  will  be  performed 
in-house  or  sent  to  commercial  vendor. 
Unless  equipment  capability  is  a factor 
these  jobs  are  completed  in-house  because: 

1.  Turnaround  time  prohibits  normal 
purchasing  process. 

2.  Time  constraints  of  Printing 
Coordinator  do  not  allow  for 
a cost  examination. 


i 

Job  performed  in-house, 
agency  billed. 


1 

Requisition  returned  to  agency  for 
resubmission  on  purchasing  requisi- 
tion, 


or 

Job  specifications  written  by 
Printing  Coordinator,  10%  fee 
assessed,  job  bid  to  commercial 
vendor. 
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Figure  1 indicates  that  the  central  figure  in  the  duplica- 
ting requisition  process  is  the  Duplicating  Bureau  Chief.  This 
individual  is  charged  with  the  responsibility  of  scheduling  and 
completing  all  in-house  work.  This  is  a logical  process  for 
about  90%  of  the  requisitions  (i.e.,  moderate  length,  average 
difficulty  jobs).  However,  approximately  10%  of  the  requisitions 
(based  on  Division  estimates)  warrant  review  by  the  State  Print- 
ing Coordinator.  These  may  include  long-run  jobs  (over  10,000 
impressions)  or  jobs  requiring  extraordinary  quality  or  proces- 
sing considerations. 

Printed  material  which  is  subject  to  commercial  purchase 
enters  Publications  and  Graphics  on  a purchasing  requisition. 
The  Division  handled  over  650  such  requisitions  in  FY  82.  Figure 
2 on  the  following  page  depicts  the  sequence  a purchasing  re- 
quisition follows. 
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FIGURE  2 

PURCHASING  REQUISITION  PATH 


l 

Yes 

Purchasing  requisition  cancelled, 
agency  notified.  Job  sent  to 
Duplicating  Bureau  Chief. 


Agency  determines  need,  completes  pur- 
chasing requisition,  retains  copy,  requisition 
enters  P & G, 

1 

Assigned  P & G job  number  logged  in 
by  clerk. 


Requisitions  are  forwarded  to  Division 
Administrator.  A primary  reason  for  this 
step  is  so  the  Administrator  can  "get  a handle" 
on  the  types  of  printing  work  requested  by 
State  agencies.  Flags  some  requisitions  for  special 

_ j 

Requisitions  forwarded  to  Printing  Coor- 
dinator for  brief  review.  He  determines  if 
work  can  be  performed  in-house.  While 
there  are  no  pre-determined  criteria  for  this 
step,  in-house  capability,  turnaround,  and, 
cost  are  considered. 

Can  the  job  be  performed  in-house? 


▼ 

Job  performed  in-house. 
Division  bills  agency. 


I 

No 

Requisition  forwarded  to  Purchasing 
Agent,  specifications  are  checked.  In- 
appropriate specs  are  rewritten,  no 
fee  assessed. 

1 

Requisition  forwarded  to  clerk,  request 
for  quotation  prepared. 

I 

RFQ  sent  to  commercial  vendors,  re- 
turned, opened:  contract  awarded. 

(5  to  28  working  days  required). 

1 

Job  performed  by  commercial  vendor, 
vendor  bills  agency. 
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As  figure  2 indicates,  the  Printing  Coordinator  reviews  all 
requisitions  prior  to  forwarding  to  the  agent.  However,  time 
constraints  do  not  allow  him  to  make  a detailed  analysis  of  each 
job. 


In  the  case  of  either  requisition,  the  ultimate  determina- 
tion of  whether  the  job  is  performed  in-house  (make)  or  purchased 
commercially  (buy)  rests  with  the  Printing  Coordinator.  Although 
not  uniformly  applied,  the  basis  for  this  decision  lies  in  four 
considerations : 


1.  Capability 

2.  Quality 

3.  Turnaround  Time 

4.  Price 

Capability  is  a clear-cut  decision  — either  the  job  can  be 
completed  in-house  on  existing  equipment  or  it  cannot.  The 
printing  work  Publications  and  Graphics  cannot  do  includes: 


- perforating 

- press  numbering 

- die  cutting 

- letter  presswork 

- thermography 

- foil  embossing 

- decals 

- silk  screening 

- micro  copying 

- laminations 

- coated  stock 

- color  separations 

- duplicating  on  paper 
lighter  than  13#  bond 

- high  quality  multicolor 


- duotones 

- marginals 

- film  processing 

- photography 

- hard  bound  books 

- tickets 

- many  types  of  labels 

- carbon  interleafs 

- continuous  run  forms 

- tabloids 

- notebooks 

- special  binding 

- work  larger  than 

14"  X 17" 


Any  printing  work  of  this  nature  is  automatically  purchased  from 
the  commercial  sector. 

Quality  is  closely  related  to  the  above  list.  Jobs  requir- 
ing multicolor  work,  hair-line  registry,  or  specialized  binding 
must  be  purchased  commercially. 

Turnaround  time  is  the  third  consideration.  The  bid  process 
requires  from  5 to  18  days  to  complete  depending  on  the  project, 
and  on  occasion,  commercial  vendors  may  require  30  days  to  com- 
plete the  work.  However,  agency  deadlines  of  a week  or  less  are 
not  uncommon.  In  such  situations,  other  considerations  are  gen- 
erally over-shadowed. 


22 


Price  is  the  final  consideration  and  the  greatest  variable 
in  the  make/buy  process.  In  FY  82,  the  Division  processed  over 
20,000  duplicating  and  purchasing  requisitions.  Such  a volume 
clearly  precludes  an  analysis  of  each  requisition. 

There  are  four  areas  of  concern  with  the  existing  make/buy 
process.  First,  the  Division  assumes  the  type  of  requisition 
submitted  by  an  agency  indicates  preference  concerning  whether 
the  job  is  to  be  completed  in-house  or  purchased  commercially. 
Interviews  with  individual  agencies  indicates  that  this  is  not 
always  true.  Some  agencies  are  not  aware  of  capabilities  of  the 
Publications  and  Graphics  Division.  In  this  instance,  the  type 
of  requisition  selected  is  based  more  on  a "guess"  than  on  a 
"preference".  It  was  learned  that  at  least  one  agency  inquired 
of  the  Division  when  it  should  use  each  type  of  requisition. 
According  to  the  agency,  the  Division  replied  that  the  type  of 
requisition  selected  is  of  little  concern,  when  in  fact  it  is  of 
great  significance. 

Furthermore,  as  Figure  1 indicates,  the  central  figure  in 
the  duplicating  requisition  process  is  the  Duplicating  Bureau 
Chief,  who  reviews  each  requisition  for  its  suitability  for  in- 
house  completion.  Conversely,  the  Purchasing  Agent  is  the  cen- 
tral figure  in  the  purchasing  requisition  process.  Requisitions 
that  are  forwarded  to  the  agent  are  reviewed  and  processed  for 
commercial  procurement.  This  confusion  should  be  resolved  in  the 
recommended  procedure  manual.  Because  each  requisition  is  pro- 
cessed in  a different  manner,  it  would  be  beneficial  to  the 
Division  for  agencies  to  have  a greater  knowledge  of  the  Divi- 
sion's capability  and  a greater  knowledge  of  appropriate  requisi- 
tion selection. 

Second,  no  documented  criteria  have  been  established  to 
determine  which  duplicating  requisitions  will  be  reviewed  by  the 
Printing  Coordinator.  Currently,  the  process  relies  on  the  many 
years  of  experience  and  expertise  of  the  current  Duplicating 
Bureau  Chief.  Sound  management  principles,  however,  dictate  that 
administrative  procedures  be  centered  around  systems  rather  than 
individuals.  Consequently,  objective  criteria  should  be 
established  for  determination  of  which  requisitions  will/should 
be  reviewed  by  the  Printing  Coordinator. 

Third,  it  appears  that  some  forms  currently  bid  on  the  6A 
Contract  can  be  produced  in-house  at  less  cost.  When  notified  of 
this,  the  Purchasing  Agent  indicated  that  the  contracts  are  never 
reviewed  to  determine  if  portions  can  be  completed  more  cost- 
effectively  in-house.  Subsequent  discussions  with  the  Purchasing 
Agent  revealed  an  unfamiliarity  with  the  Publications  and 
Graphics  Division's  price  structure  and  an  inability  to  make  cost 
comparisons.  The  Purchasing  Agent  should  become  more  familiar 
with  the  Division's  price  structure  in  order  to  work  more  effect- 
ively with  State  agencies  in  procuring  their  forms  work  at  the 
lowest  possible  cost. 
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Finally,  as  alluded  to  earlier,  no  systematic  method  for 
determining  whether  work  will  be  completed  in-house  (make)  or 
purchased  from  the  commercial  sector  (buy)  has  been  documented. 
Figures  1 and  2 indicate  that  capability,  quality,  turnaround 
time,  and  cost  are  considered,  but  not  in  a consistent  manner. 
Therefore,  it  is  impossible  to  document  the  validity  of  current 
"make/buy"  decisions. 

Make/Buy  Pol icies 

It  must  be  recognized  that  if  the  productivity  level  of  the 
Publications  and  Graphics  Division  is  comparable  to  that  of  the 
commercial  sector,  then  the  Division  should  be  able  to  complete  a 
significant  portion  of  the  State's  printing  work  at  a lower  cost 
than  the  private  sector.  Three  factors  account  for  this 
difference : 

1.  The  Division  employs  no  sales  force  and  incurs  no 
marketing  costs. 

2.  The  State  purchases  materials  (i.e.,  paper,  ink, 
etc.)  at  a lower  cost.  (See  Appendix  A). 

3.  The  Division  must  only  "break-even",  rather  than 
make  a profit. 

On  the  other  hand,  commercial  procurement  may  sometimes  be 
cheaper  due  to  equipment  capabilities.  For  example,  the  largest 
press  at  the  Publication  and  Graphics  Division,  the  Davidson  702, 
has  the  capability  to  print  four  impressions  (two  front,  two 
back)  on  a single  cycle.  Larger  presses  (as  used  by  commercial 
printers)  have  capabilities  to  print  eight  (four  front,  four 
back)  or  sixteen  impressions  on  a single  pass  through  the  press. 
Although  this  equipment  is  more  costly  to  purchase  and  operate, 
the  economies  of  equipment  capability  will  prevail  at  some  volume 
point,  and  it  will  become  more  cost-effective  to  "buy"  rather 
than  "make".  Therefore,  long-run  printing  work  is  a primary 
target  for  attention. 

There  are  two  separate  approaches  the  State  may  choose  in 
selecting  its  make/buy  policy. 

Individual  Job  Analysis.  The  first  approach  to  a make/buy  policy 
requires  the  State  to  examine  the  cost-effectiveness  of  individ- 
ual jobs.  There  are  three  basic  methods  for  accomplishing  this 
task;  cost  estimation  from  a national  schedule  (e.g.,  Franklin 
Catalog),  cost  estimation  from  an  internal  commercial  price  file, 
or  competitive  bidding  against  commercial  vendors.  Again,  it  is 
assumed  that  only  long-run  jobs  would  be  examined  for  cost-effec- 
tiveness. 

Some  states  (e.g.,  Minnesota)  compare  the  costs  of  long-run 
work  against  an  estimated  commercial  price  obtained  from  the 
Franklin  Catalog.  All  work  that  cannot  be  completed  in-house  at 
a cost  of  20%  below  catalog  prices  is  procured  commercially. 
Because  it  is  extremely  difficult  to  estimate  what  a commercial 
vendor  will  charge,  this  method  may  provide  an  equitable  compari- 
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son  without  incurring  the  costs  of  developing  a sophisticated  job 
estimation  program.  However,  the  Franklin  Catalog  has  been  crit- 
icized by  many  as  "subject  to  variations  in  interpretation". 
Therefore,  the  accuracy  of  the  estimates  may  be  questionable. 

A more  sophisticated  method  would  require  the  State  to 
develop  and  maintain  an  internal  commercial  price  file.  In  this 
instance,  the  Publications  and  Graphics  Division  would  screen  and 
review  all  requisitions  above  a certain  threshold  (say  5,000  or 
more  impressions).  A statistical  sample  of  these  jobs  would  be 
let  to  commercial  printers  and  an  internal  commercial  price  file 
developed.  However,  each  printing  job  is  unique,  so  a relatively 
large  file  would  be  necessary  to  provide  a sufficient  number  of 
similar  jobs  for  valid  comparisons.  Such  a large  file  would 
necessitate  the  development  of  an  automated  system  to  make  ef- 
fective comparisons,  and  the  initial  start-up  and  maintenance 
costs  of  this  type  of  approach  would  be  significant. 

A third  method  is  for  the  Division  to  competitively  bid  for 
all  long-run  work.  In  this  instance,  all  jobs  in  excess  of  a 
pre-determined  volume  ceiling  would  automatically  be  let  to  bid, 
and  the  Division  would  compete  with  commercial  vendors  for  the 
job . 

Overall  Cost  Savings.  At  the  heart  of  the  second  approach  to  a 
make /buy  policy  is  the  relationship  between  volume  and  cost. 
Generally,  the  greater  the  volume  of  printed  material  the  lower 
the  per  impression  cost  because  overhead  and  other  indirect  costs 
are  spread  over  a larger  area.  In  this  type  of  approach,  the 
cost-effectiveness  of  individual  jobs  is  of  secondary  importance 
to  the  cost-effectiveness  of  the  entire  operation. 

Currently,  the  Publications  and  Graphics  Division  follows 
the  overall  cost  savings  approach.  Long-run  jobs  within  the 
Division's  capabilities  are  completed  in-house  unless  the 
Division  and  the  requesting  agency  agree  that  a job  should  be 
purchased  commercially  because  of  potential  cost  savings. 

The  nature  of  printing  is  such  that  any  systematic  process 
may  not  be  valid  under  all  circumstances.  Occasions  exist  when 
commercial  printers  will  bid  "filler  work"  at  levels  below  actual 
production  costs  to  ensure  a continuous  work  flow.  Unless  every 
job  is  bid  against  commercial  operations,  the  State  may  never 
know  it  is  receiving  the  lowest  possible  price  each  time . 
Unfortunately,  the  volume  of  administrative  overhead  required  to 
competitively  bid  all  jobs  would  eliminate  the  cost  advantages  of 
an  in-house  facility. 

Therefore,  we  recommend  the  Division  continue  operating 
under  the  overall  cost  savings  approach  because  it: 

o Relieves  the  staff  of  performing  numerous,  often 
redundant,  detailed  cost  examinations. 
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o 


Allows  better  utilization  of  the  Division's  staff 


o 


Lowers  the  per  impression  prices  to  all  user  agencies 
because  of  increased  volume. 


We  further  recommend  that  an  on-going  evaluation  of  the 
Division's  costs  and  efficiency  be  performed  to  determine  the 
continued  cost-effectiveness  of  this  approach.  Such  an 
evaluation  would  include  (1)  statistically  sampling  those 
duplicating  requisitions  exceeding  a threshold  of  20,000 
impressions?  (2)  performing  internal  cost  estimates  of  the 
sampled  requisitions;  and  (3)  letting  those  jobs  to  commercial 
bid.  Analysis  could  be  performed  on  these  requisitions  to 
periodically  re-evaluate  the  Division's  cost-effective 
boundaries . 


26 


SATELLITE  OPERATIONS  REVIEW 


OVERVIEW 


In  addition  to  the  services  and  facilities  offered  by  the 
Publications  and  Graphics  Division,  there  are  several  independent 
duplicating  facilities  operated  by  various  State  agencies.  These 
"satellite"  operations  include: 


Locations  in  the  Helena  Area 


o 

Department 

o 

Department 

o 

Department 

o 

Department 

o 

Office  of 
(OPI);  and 

o 

Department 

Locations  Elsewhere  Throughout  the  State 
o Department  of  Institutions,  Montana  State  Prison; 

o Boulder  River  School  and  Hospital; 

o University  of  Montana; 

o Montana  State  University;  and 

o All  other  units  of  the  University  system. 


A summary  of  the  Helena  area  satellite  facilities  is  pre- 
sented in  Table  3 on  the  following  page.  Due  to  the  wide  disper- 
sion of  the  non-Helena  area  facilities  and  the  unique 
application  of  their  services,  these  shops  are  not  discussed  in 
this  report.  (Detailed  listings  of  the  major  equipment,  staff, 
and  rate  structures  of  the  Prison,  Boulder  River  School,  Univer- 
sity of  Montana,  and  Montana  State  University  are  included  in 
Appendix  B.) 
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TABLE  3 

SUMMARY  OF  HELENA  AREA 
SATELLITE  FACILITIES 


ESTIMATED 


FY  82 

METHOD  OF  PER  IMPRES- 

SERVICES  PROVIDED 

MAJOR  EQUIPMENT 

AGE 

STAFF  GRADE 

WORKLOAD 

FINANCING  SION  COST 

Fish,  Wildlife 

— Quick  Copy 

— Map  Reproduction 

AM  2650  Press 

2 Yrs. 

1 Manager 

13 

5,234,724 

Revolving 

and  Parks 

— All  Internal 

— Blueprint  Reproduction 

AM  1250  Press 

13  Yrs. 

1 Assistant/ 

11 

Account 

.0155 

Duplicating 

— Supervisory  Support 

SST  1418  Camera 

N/A 

Operator 

— Camera  Work 

to  Mai! room 

AM  120  Bin  Collator 

1 Yr. 

Department  of 

— Quick  Copy 

— Film  Processing 

AF  Chief  17  Press 

N/A 

1 Manager 

12 

1,596,000* * 

Overhead 

Justice/High- 

— All  Internal 

AM  1 250  Press 

N/A 

1 Assistant 

8 

Expense  Dis- 

N/A 

way  Patrol 

Duplicating 

Robertson  Camera 

N/A 

Operator 

tributed  Among 

— Camera  Work 

Division  Programs 

Department  of 

— Quick  Copy 

— Supervisory  Support 

AM  2650  Press 

1 Yr. 

1 Manager 

11 

8,055,169 

Overhead 

Labor/  Employ- 

— All  Internal 

to  Supply  Function 

AM  2650  Press 

10  Yrs. 

1 Operator 

8 

Expense  Dis- 

.0094* 

ment  Security 

Duplicating 

Pitney  Bowes  50- 

3 Yrs. 

% Operator 

6 

tributed  Among 

Division 

— Mail  Preparation 

Bin  Collator 

Division  Programs 

Department  of 

— Quick  Copy 

— Map  Reproduction 

AM  425  Press 

N/A 

1 Manager 

15 

8,000,000* 

Quick  Copy  Service 

Highways 

— All  Internal 

— Blueprint  Reproduction 

4 AM  1250  Presses 

N/A 

1 Supervisory 

13 

is  Overhead  Expense, 

.06** 

Duplicating 

— Photocopy  Machine 

Brown  31"  Camera 

N/A 

1 Graphic  Art 

11 

Other  Services  on 

.0122 

— Camera  Work 

Administration 

Technician 

Revolving  Account 

— Graphic  Art  Work 

2 Operators 

9 

Department  of 

— Duplication  of  Military  Sensitized  Material 

AM  2550  Press 

25  Yrs. 

1 Part-Time 

N/A 

N/A 

Overhead  Expense 

Millitary  Affairs 

Federal 

to  Department 

N/A 

Employee 

Office  of  the 

— Typesetting  of  Educational  Material 

Compugraphic 

2 Yrs. 

N/A 

N/A 

N/A 

Overhead  Expense 

Superintendent 

Editwriter 

to  Department 

N/A 

of  Public  In-  7700  Typesetter 

struction 


N/A  = Not  documented 

* = Estimated  by  agency  personnel 

**  = Quick  copy  work  is  .06  per  impression;  .0122  represents  an  average  for  long-run  work. 


In  FY  82,  State  duplicating  in  the  Helena  area  alone 
consisted  of  more  than  55  million  impressions.  Nearly  42%  of 
this  total  was  completed  by  four  Helena  area  satellite  facilities 
(FWP,  Justice,  Highways,  and  Labor  and  Industry)  operating  inde- 
pendent of  the  Publications  and  Graphics  Division’s  control.  The 
printing-related  services  offered  by  OPI  and  Military  Affairs  are 
nominal  and  unique.  Therefore,  they  are  excluded  from  the  main 
focus  of  this  report. 


MAJOR  ISSUE 

The  major  issue  with  regard  to  the  satellite  facilities  is 
whether  their  operations  adequately  supplement  the  State's 
central  printing  and  duplicating  facilities  in  a reasonably 
efficient  and  cost-effective  manner. 


EVALUATION  CRITERIA  TO  CONSIDER 

An  examination  of  the  Helena  area  satellite  facilities 
(excluding  OPI  and  Military  Affairs)  reveals  several  concerns. 
First,  there  appears  to  be  little  coordination  either  among  the 
various  satellite  shops  or  between  these  facilities  and  the 
Publications  and  Graphics  Division.  Second,  much  of  the  satel- 
lite equipment  appears  to  be  used  at  a below-capacity  level.  And 
third,  there  are  no  management  systems  in  place  to  determine  in  a 
consistent  manner  the  efficiency  and  cost-effectiveness  of  many 
of  the  facilities. 

Cost-Effectiveness 


With  these  concerns  in  mind,  attempts  were  made  to  determine 
and  compare  the  cost-effectiveness  of  the  individual  facilities. 
This  task  turned  out  to  be  extremely  difficult,  and  in  some 
cases,  impossible,  because  of  variations  in  the: 

1.  Types  and  cost  a ccou  nt i ng  o f services  provided  by 
individual  facilities. 


In  addition  to  duplicating,  many  facilities  provide 
ancillary  services  to  their  departments,  including 
supervisory  support  to  mail  or  supply  functions,  map 
making,  blueprinting,  form  design  and/or  photographic 
development.  The  accounting  systems  currently  main- 
tained by  the  majority  of  the  satellite  facilities  do 
not  distinguish  between  the  costs  of  ancillary  and 
duplicating  services.  Therefore,  it  is  difficult  to 
make  valid  efficiency  and  cost-effectiveness  compari- 
sons among  the  various  operations. 
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2. 


Methods  of  financing  individual  facilities . 


Several  operations,  and  segments  of  others,  are  funded 
as  overhead  expenses  and  distributed  proportionately 
among  various  other  agency  programs.  For  example,  the 
Department  of  Justice/Highway  Patrol  facility  is  funded 
as  an  overhead  expense.  No  volume  or  cost  figures  are 
maintained.  Highway  Patrol  officials  rationalize  that 
the  cost  of  developing  such  records  would  out-weigh  the 
benefits  of  the  information.  In  contrast,  other  de- 
partments (e.g..  Highways)  have  developed  comprehensive 
cost  information  isolating  the  various  cost  centers  of 
their  operations. 

3 . Methodologies  used  to  develop  cost  information . 

Costs  are  not  always  handled  the  same  way  from  one 
facility  to  another.  For  instance,  pertinent  indirect 
costs,  including  administrative  overhead,  rent,  utili- 
ties, travel,  etc.,  are  not  always  included  in  develop- 
ing a facility's  cost  information.  Some  operations 
argue  that  because  these  costs  would  be  incurred  even 
if  a print  shop  were  not  maintained,  it  is  not 
necessary  to  include  them  in  the  facility's  overall 
costs . 

These  three  major  inconsistencies  make  comparisons  among  the 
various  satellite  facilities  on  the  basis  of  cost  impractical 
and,  more  importantly,  invalid.  However,  cost  is  not  the  only 
consideration  in  determining  the  appropriate  role  of  the  satel- 
lite facilities  in  the  State  printing  process.  Three  other 
aspects  requiring  examination  are  convenience  and  timeliness, 
resource  and  equipment  utilization,  and  facility  utilization. 

Convenience  and  Timeliness 

As  Table  3 illustrates,  each  of  the  four  Helena-  based 
satellite  facilities  operates  at  least  two  offset  duplicating 
presses.  The  agencies  hosting  these  facilities  cite  convenience 
and  quick  turnaround  time  as  sufficient  justification  for  main- 
taining this  substantial  capacity.  These  agencies  also  claim 
that  operating  an  in-house  facility  allows  them  to  control  all 
aspects  of  every  printing  job  including  paper  selection,  quanti- 
ty, and  quality. 

However , while  convenience,  timeliness,  and  control  are 
important  considerations,  it  is  questionable  whether  they  warrant 
each  satellite  facility's  operating  a minimum  of  two  offset 
presses.  In  comparison,  the  Publications  and  Graphics'  Capitol 
Quick  Copy  Center  served  34  divisions  in  eight  agencies  with  only 
two  presses  and  two  operators  in  a recent  one-month  period. 
During  the  same  time  frame,  the  Publications  and  Graphics'  SRS 
Quick  Copy  Center  served  15  divisions  in  eight  agencies  with  only 
one  press  and  one  operator.  When  contacted,  these  customer 
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agencies  indicated  general  satisfaction  with  the  quick  turnaround 
time  of  Publications  and  Graphics'  facilities.  In  addition, 
because  agencies  specify  the  requirements  of  their  printing  and 
duplicating  jobs,  they  lose  no  control  over  paper  selection, 
quantity,  or  quality  variables. 

Resource  and  Equipment  Utilization 

Regardless  of  the  ability  to  schedule  duplicating  work,  the 
nature  of  printing  is  such  that  workloads  fluctuate  signifi- 
cantly. For  instance,  one  satellite  facility's  reported  monthly 
impression  totals  varied  from  274,000  to  over  1,000,000  impres- 
sions . 

The  Publications  and  Graphics’  centralized  facilities 
compensate  for  workload  fluctuations  by  utilizing  a "distributive 
pool"  approach.  This  concept  allows  work  to  be  diverted  to  the 
most  appropriate  equipment,  regardless  of  the  facility.  In  addi- 
tion, the  size  of  the  Publications  and  Graphics  facilities  makes 
it  possible  to  offer  a variety  of  equipment  capabilities. 

Satellite  operations,  on  the  other  hand,  do  not  employ  a 
distributive  pool  approach,  either  among  themselves  or  with  the 
Publications  and  Graphics'  centralized  facilities.  The  inability 
to  match  their  workloads  to  appropriate  machinery  indicates  that 
resources  within  the  satellite  facilities  are  not  always  being 
used  in  an  efficient  manner  from  a state-wide  perspective.  In 
fact,  the  wide  variations  in  monthly  workload  totals,  coupled 
with  no  documented  overtime  from  any  facility,  appear  to  indicate 
the  facilities  may  have  staffed  and  equipped  themselves  for  peak 
workloads.  This  suggests  an  underutilization  of  printing  resour- 
ces during  nonpeak  periods. 

Table  4 on  the  following  page  emphasizes  this  situation 
through  a comparison  of  machine  utilization  between  the  satellite 
operations  and  the  Publications  and  Graphics  Division.  Assuming 
the  volume  estimates  provided  by  the  satellite  facilities  are 
reasonably  accurate,  the  table  indicates  significantly  higher 
machine  production  at  the  State's  central  facility. 


31 


TABLE  4 

SUMMARY  OF  MACHINE  UTILIZATION 


Satellite  Agency  Operations 


Fish,  Wildlife  & Parks 
Highway  Patrol 
Labor  & Industry 
Highways 

Total 


Number  of 
Duplicating 
Machines 


Total 

Impressions 
Per  Year 


2 

2 

2 

5 

11 


5,234,724 
1,596,000* 
8, 055, 169* 
8,000,000 
22,885,893 


or  2,080,535  impressions  per  machine  per  year 


Publ ications  and  Graphics  Division 


Number  of 
Duplicating 
Machines 


Total 

Impressions 
Per  Year 


Central  facility 
Capitol  facility 
SRS  facility 

Total 


5 

2 

1 

8 


24,917,849 
5, 266,063 
1,885,776 
32,069,688 


or  4,008,711  impressions  per  machine  per  year 


*Estimated  by  agency  personnel . 


Facility  Utilization 

The  map  (Figure  3)  on  the  following  page  identifies  with 
circled  numbers  the  two  centralized  Quick  Copy  centers  and  three 
satellite  facilities  presently  operating  in  the  Capitol  Complex 
area.  The  satellite  operations,  marked  3,  4,  and  5,  generally 
serve  only  their  host  agencies  — Fish,  Wildlife  and  Parks, 
Justice,  and  Labor  and  Industry,  respectively.  This  policy  ef- 
fectively isolates  the  satellite  facilities  and  requires  other 
agencies  in  the  immediate  area  to  travel  greater  distances  than 
necessary  for  their  duplicating  services.  Agencies  faced  with 
the  prospect  of  more  time  consuming  and  costly  duplicating  can  be 
expected  to  instead  turn  more  often  to  their  photocopy  machines 
for  all  but  long-run  jobs.  The  result  is  increased  duplicating 
costs  for  the  State,  regardless  of  whether  the  agencies  spend 
more  time  traveling  to  Quick  Copy  centers  or  utilizing  their 
photocopiers  more  heavily. 
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FIGURE  3 
HELENA  AREA 
FACILITY  LOCATIONS 


'Liq 


EIGHTH 


AVENUE 


Publications  and  Graphics 
Quick  Copy  Centers 

1 — Capitol  Building 

2 — SRS  Building 


Independent 
Satellite  Facilities 

3 - Dept,  of  Fish,  Wildlife,  and  Parks,  FWP  Bldg. 

4 — Justice  (Highway  Patrol),  Scott  Hart  Bldg. 

5 — Labor  and  Industry  (ESD),  ESD  Bldg. 

Employment  Security  Division 
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SUMMARY 


In  summary,  review  of  convenience  and  timeliness,  resource 
and  equipment  utilization,  and  facility  utilization  suggests  that 
the  State's  satellite  facilities  in  the  Helena  area  are  not 
used  as  fully  and  efficiently  as  possible  from  a state-wide 
perspective.  Thus,  while  convenience,  quick  turnaround,  and 
control  may  be  important  to  those  agencies  hosting  satellite 
facilities,  it  is  questionable  whether  these  factors  alone  can 
justify  the  continued  existence  of  the  satellite  facilities' 
current  operations. 

One  frequently-debated  idea  for  improving  the  satellite 
situation  is  to  totally  centralize  the  control  of  all  printing 
and  duplicating  facilities.  Centralized  control  provides  a num- 
ber of  benefits,  including: 

o Better  coordination  of  equipment  and  manpower, 
resulting  in  (1)  greater  resource  utilization  and  (2) 
less  frequent  duplication  of  facilities; 

o Greater  convenience  to  all  State  agencies  and,  thus, 
less  frequent  abuse  of  expensive  photocopy  machines  and 
less  time  spent  traveling  to  relatively  distant  Quick 
Copy  centers; 

o Lower  administrative  and  maintenance  costs; 

o Greater  administrative  control,  thereby  facilitating 
the  application  of  State  printing  standards; 

o Generation  of  more  comprehensive  information  on  the 
State's  overall  printing  costs;  and 

o Improved  forecasting  of  future  printing  needs. 

An  indepth  examination  of  the  mix  of  the  various  types  of 
work  being  completed  by  the  four  satellite  facilities  in  the 
Helena  area  could  not  be  performed  within  this  study  because  of 
inadequate  records.  Clearly,  if  the  State  is  to  make  effective 
management  decisions  concerning  the  operations  of  the  shops,  more 
detailed  information  is  necessary.  Each  facility,  at  minimum, 
should  be  required  to  maintain  records  detailing: 

o Monthly  impression  totals  by  type  of  printing  work 
(i.e.,  short-run/long-run). 

o All  direct  and  indirect  costs  (i.e.,  administrative 
overhead,  rent,  material  costs,  salaries,  and 
depreciation  of  equipment). 

o Mix  of  services  provided  by  the  staff  of  each  facility 
(i.e.,  duplicating  vs.  supply  function,  photographic 
development,  etc . ) . 
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While  we  do  not  intend  to  suggest  that  all  satellite  facili- 
ties should  be  consolidated  under  the  control  of  the  Publica- 
tions and  Graphics  Division,  clearly  some  shops  are  candidates 
for  closer  examination.  For  example,  the  low  usage  reported  by 
the  Department  of  Justice/Highway  Patrol  facility  suggests  that 
substantial  modification  or  closure  of  the  facility  may  be  in 
order.  In  addition,  the  facility  located  at  Fish,  Wildlife,  and 
Parks  may  be  ideally  located  to  operate  as  a multi-agency 
duplicating  shop. 

The  State's  significant  investment  in  acquiring,  utilizing, 
and  maintaining  its  printing  and  duplicating  equipment  suggests 
that  each  Helena  area  satellite  facility  should  be  required  to 
demonstrate  the  efficient  and  cost-effective  utilization  of  its 
resources.  Specifically,  detailed  audits  and  evaluations  of  each 
facility  should  be  undertaken,  and  based  on  this  information, 
each  facility  could  be  eliminated,  consolidated,  or  otherwise 
modified  to  satisfy  the  State's  overall  duplicating  requirements 
more  efficiently. 


35 


PHOTOCOPIER  POOL  REVIEW 


HISTORY  OF  THE  PHOTOCOPIER  POOL 

It  is  difficult  to  establish  a precise  origination  date  of 
the  photocopier  pool  because  the  term  "photocopier  pool"  was 
seldom,  if  ever,  used  in  early  correspondence  and  documentation. 
However,  there  are  numerous  references  to  "centralized  copying 
facilities"  in  statutes,  administrative  rules,  and  Management 
Memoranda  dating  back  to  1967,  and  it  is  assumed  that  these 
"facilities"  included  the  so-called  "photocopier  pool". 

Interviews  with  people  previously  involved  with  the  pool 
have  disclosed  that  the  General  Services  Bureau,  in  its  capacity 
of  providing  State  printing,  maintained  a pool  of  sorts  during 
the  early  and  mid-1970's  with  photocopy  machines  in  the  Capitol 
and  Mitchell  buildings.  Central  Mail  personnel  actually  operated 
the  pool  by  monitoring  auditron  readings,  ordering  supplies,  spot 
checking  the  machines  for  breakdowns,  and  making  minor  repairs. 
Procedure  called  for  agencies'  copier  requests  to  be  approved  by 
the  General  Services  Division,  but  procedure  was  not  always 
followed  and  agencies  were  occasionally  able  to  obtain  non-pool 
copiers  over  which  General  Services  had  no  control.  While  agen- 
cies with  non-pool  copiers  were  billed  directly  by  the  vendors 
for  their  machines,  maintenance,  and  supplies,  agencies  using 
pool  copiers  were  billed  on  a per  impression  cost  basis  according 
to  the  number  of  copies  made. 

A 1977  legislative  committee  report  stated  that  "the  Depart- 
ment of  Administration  should  continue  its  efforts  to  centralize 
the  duplicating,  mail  and  messenger  services  in  the  Capitol 
complex  in  compliance  with  Section  82-3306,  R.C.M.  1947".  (Be- 
cause copying  services  are  included  with  duplicating  in  all  other 
applicable  statutes,  administrative  rules,  and  Management  Memo- 
randa, it  is  assumed  the  fiscal  review  committee  also  intended 
copying  services  to  be  included  in  the  Department  of  Administra- 
tion's centralization  efforts.)  Little,  if  any,  effort  was  made 
to  ensure  General  Services'  approval  of  copier  requests,  however, 
resulting  in  many  agencies  continuing  to  own  or  lease  their  own 
copiers.  Thus,  as  State  government  grew  and  increased  competi- 
tion in  the  photocopier  market  sent  prices  sharply  downward,  the 
number  of  both  pool  and  non-pool  copiers  increased  rapidly. 

As  mentioned  in  the  introduction  to  this  report,  the  Publi- 
cations and  Graphics  Division  was  created  in  1979  as  a direct 
result  of  House  Bill  483  and  a Council  of  State  Governments' 
study.  The  photocopier  pool  was  included  in  the  operations 
passed  from  the  General  Services  Division  to  the  Publications  and 
Graphics  Division. 
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COORDINATION  OF  THE  POOL 


Until  very  recently,  approximately  60%  of  a single  Grade  10 
employee’s  time  was  spent  administering  the  photocopier  pool. 
The  duties  of  the  pool  coordinator  included: 

1.  monitoring  copy  machine  meter  readings; 

2.  monitoring  each  agency's  auditron  readings; 

3.  monitoring  the  supplies  used  by  all  multi-agency 

copiers ; 

4.  keeping  track  of  the  acquisition  agreements  (lease, 
purchase,  or  lease/purchase)  and  service  agreements  on 
all  pool  copiers; 

5.  calculating  monthly  per  impression  cost  figures  for 

each  machine; 

6.  billing  agencies; 

7.  assisting  agencies  with  service  and  supplies  problems; 

8.  assessing  agency  photocopier  needs  (performed  on  a 

limited  basis). 

Appendix  C contains  an  unofficial  list  of  each  agency's 
photocopiers.  Though  efforts  were  taken  to  ensure  the  accuracy 
and  completeness  of  this  list,  a few  additional  non-pool  copiers 
may  exist  in  the  Helena  area. 


OPERATION  OF  THE  POOL 

Based  on  a series  of  interviews  with  the  pool  coordinator, 
Figure  4 on  the  following  page  was  developed  to  illustrate  the 
interaction  among  agencies,  the  Publications  and  Graphics  Divi- 
sion, the  Purchasing  Division,  the  Central  Stores  Bureau,  and 
vendors.  The  circled  letters  indicate  problem  areas,  which  are 
briefly  discussed  immediately  following  the  figure. 
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Either 


FIGURE  4 

AGENCY  DETERMINES  NEED 

FOR  NEW  COPY  MACHINE 
_l 


Or 


Agency  contacts  P & G for  purpose 
of  obtaining  pool  copier. 


1 


Agency  sends  requisition  to  Purchasing  Division 
complete  with  desired  specifications  (and,  in 
some  cases,  desired  brand  of  copier)  and  agency 
authorization. 


P & G assesses  agency's  needs  and 
helps  it  choose  most  suitable  vB' 
copier. 


P & G arranges  for  suitable  copier  by: 


1 


Either 


Either 


Or 


f 


Transferring  idle  pool 
copier  to  requesting 
agency. 


1 


Going  through  normal  pur- 
chasing procedure  to  buy 
or  lease  new  pool  copier, 
which  is  then  subleased  to 
to  requesting  agency. 


© 


Purchasing  reviews  request,  assesses  agency's 
needs,  and  works  with  agency  to  ensure  com- 
petitive bidding.  Changes  to  requisition  are 
made,  if  necessary. 

’ Or 


I 


Purchasing  forwards  requistion  to  P & G for 
approval. 


1 


P & G reviews  requisition:  Generally  approves 
low-volume  copiers  automatically,  but  examines 
more  closely  those  requests  for  high-volume 
copiers.  If  request  is  unacceptable,  P & G works 
with  agency  to  arrive  at  mutually  acceptable 
specifications.  P & G returns  approved  requisi- 
tion to  Purchasing. 


I 


Purchasing  Division  processes  requisition,  re- 
ceives bids,  and  awards  contract  to  lowest 
bidder. 


1 


POOL  COPIERS 

No  standard  billing  system  currently  exists. 

Charges  for  using  pool  copiers,  while  often  varying  © 
with  each  situation,  are  primarily  determined 
by  two  factors: 

1 ) Number  of  copies  made,  and 

2)  Whether  P & G owned  the  copier 
outright  or  was  still  making 
(lease  or  purchase)  payments 

on  it. 

Billing  formats  also  vary,  depending  on  number 
of  agencies  using  copier. 


NON-POOL  COPIERS 

Agency  purchasing  or  leasing  non-pool  copier 
is  billed  directly  by  vendor  for  machine  and 
maintenance.  Supplies  are  purchased  directly 
from  Central  Stores. 


© 


1 


Efforts  to  decrease  agency  charges  and  increase 
uniformity  of  billing  procedures  were  begun 
in  July,  FY  83,  and  continue  today.  But 
factors  cited  above  still  remain  as  major  de- 
terminants of  agencies'  bills. 


Agency  (agencies)  continue  using 
copier  until  need  for  new  one 
is  determined,  at  which  time 
acquisition  process  starts  over. 
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Problem  Areas 

A.  There  does  not  appear  to  be  a common  procedure  for  agencies 
to  follow  in  acquiring  photocopy  equipment.  Some  agencies 
contact  the  Publications  and  Graphics  Division  first.  Other 
agencies,  without  any  intention  to  avoid  the  pool,  follow 
the  same  procedure  they  always  use  in  acquiring  major  equip- 
ment and  contact  the  Purchasing  Division  first.  As  Figure  4 
illustrates,  it  is  this  inconsistency  that  contributes  to 
the  continued  existence  of  non-pool  copiers. 

B.  There  is  some  question  concerning  whether  the  Publications 
and  Graphics  or  Purchasing  Division  should  assess  an 
agency's  needs  in  order  to  determine  what  size  copier  would 
be  most  appropriate  for  that  agency.  Publications  and 
Graphics  has  responsibility  for  approving  copier  requests, 
and  thorough  approval  requires  assessing  the  agency's  needs 
to  determine  whether  the  requested  copier  is  sufficiently 
suited  to  those  needs.  The  Purchasing  Division,  on  the 
other  hand,  is  charged  with  assuring  that  the  State's  money 
is  not  spent  wastefully.  To  carry  out  this  responsibility, 
the  purchasing  agent  must  also  assess  the  agency's  needs  to 
ensure  the  requested  copier  is  well— suited  to  those  needs. 

If  both  Publications  and  Graphics  and  Purchasing  usually 
agreed  on  the  copier  needed,  the  only  problem  might  be  the 
potential  for  duplication  of  efforts.  However,  Publications 
and  Graphics  and  Purchasing  do  not  usually  agree,  largely 
because  the  resource  materials  available  to  both  are  not 
only  different,  but  also  inadequate.  The  pool  coordinator 
has  access  to  each  agency's  copier  utliziation  records,  but 
no  expertise  or  materials  (copier  brochures,  industry  re- 
search information,  etc.)  to  help  in  choosing  various 
copiers  capable  of  meeting  an  agency's  needs.  Purchasing 
Division,  on  the  other  hand,  depends  on  voluntary  agency 
copier-utilization  records  and  often  uses  outdated 

published  information  with  which  to  research  the  various 
brands  of  copiers.  Thus,  the  problem  becomes  two- fold:  (1) 

deciding  who  should  be  responsible  for  assessing  agency 
copying  needs,  and  (2)  ensuring  that  appropriate  technical 
information  is  used  during  the  decision-making  process. 

C.  There  is  increasing  interest  in  evaluating  leasing,  purchas- 
ing, and  lease-purchasing  with  regard  to  acquiring  photo- 
copy  equipment.  Purchasing  a copier  may  be  the  best  route 
if  the  using  agency  does  not  expect  its  copying  needs  to 
change  substantially  over  an  extended  period  of  time.  On 
the  other  hand,  if  the  agency  expects  its  needs  to  change 
relatively  often,  leasing  or  lease— purchasing  may  be  the 
best  way  to  go  because  of  the  flexibility  it  provides. 
Leasing  allows  the  customer  to  more  easily  stay  current  with 
frequent  technological  changes,  while  lease— purchasing  per- 
mits use  of  a copier  while  the  agency  decides  whether  to  buy 
it.  While  purchasing  does  not  provide  such  flexibilities, 
it  is  substantially  less  expensive  than  leasing. 
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For  most  of  its  existence,  the  photocopier  pool's  general 
practice  has  been  to  lease  copiers  from  vendors  and 
then  sublease  the  copiers  to  user-agencies  for  the  cost  of  a 
service  agreement  and  Publications  and  Graphics'  lease 
payments.  Recently,  however,  the  Purchasing  Division  has 
stressed  the  advantages  of  buying  the  pool ' s copiers  rather 
than  leasing  them.  With  regard  to  this  issue,  a 1979  study 
of  Minnesota's  printing  and  duplicating  operations  recom- 
mends that  copiers  be  purchased  rather  than  leased,  since 
"State  evidence  generally  indicates  this  [purchasing]  is  the 
most  cost-effective  method". 

D.  Another  problem  of  the  photocopier  pool  has  been  the 
ability  of  agencies  to  acquire  photocopy  equipment  without 
first  gaining  approval  from  the  Department  of  Administra- 
tion.-*- However,  most  non-approved  copier  acquisitions 
occurred  before  the  present  purchasing  agent  started 
handling  photocopy  equipment.  Since  this  agent  began  in 
October,  1981,  the  number  of  non-approved  copier  acquisi- 
tions has  dropped  dramatically. 

E.  The  computed  per  impression  cost  figures  never  accurately 
reflect  an  agency's  true  copying  costs,  particularly  in  the 
case  of  multi-agency  users  (i.e.,  Mitchell  Building  agen- 
cies, Capitol  Building  agencies,  etc.).  This  erroneous 
billing  procedure  stems  from  auditrons  that  are  unaccounted 
for  and  often  improperly  used.  The  result  is  a machine 
meter  count  which  never  equals  the  sum  total  of  all  user- 
agencies'  auditron  readings. 

A recall  and  recount  of  all  auditrons  used  on  pool  copiers 
would  not  resolve  this  problem,  because  (1)  auditrons  will 
continue  to  be  misplaced,  replaced,  and  then  found;  (2) 
agencies  owning  non-pool  copiers  and  auditrons  will  still  be 
able  to  run  copies  on  pool  copiers  without  being  detected; 
(3)  agencies  will  still  be  able  to  purchase  auditrons  from 
local  vendors;  and  (4)  nothing  can  possibly  ensure  that  all 
auditrons  have  been  accounted  for. 


Section  2-17-301,  M.C.A.,  authorizes  the  Department  of  Adminis- 
tration to  "maintain  and  supervise  any  central  . . . duplicating 
and  copying  facilities  for  state  agencies  in  the  capitol  area". 
Assigned  responsibility  for  the  State's  duplicating  and  copying 
facilities,  the  General  Services  Division,  DOA,  interpreted  this 
statute  as  requiring  agencies  in  the  Capitol  area  to  gain  DOA 
approval  for  copier  acquisitions.  Accordingly,  approval  of 
copier  acquisitions  was  but  one  of  the  functions  passed  to  the 
Publications  and  Graphics  Division  upon  its  creation  in  1979. 
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F.  With  no  standard  pricing  system,  agencies'  copying  costs  are 
primarily  determined  by  the  number  of  copies  made  and 
whether  the  copier  is  still  being  leased  or  purchased  by  the 
Publications  and  Graphics  Division.  Additional  variation 
occurs  if  a copier  is  shared  by  two  or  more  agencies.  The 
various  procedures  currently  used  to  determine  monthly 
copying  bills  are  described  below. 

i ) Single- agency  Copier 

If  the  copier  is  still  being  leased  or  purchased  by 
Publications  and  Graphics,  a single-agency  user  (e.g.. 
Department  of  Natural  Resources)  is  billed: 

1.  for  Publications  and  Graphics'  payment, 

2.  for  a service  agreement,  which  provides: 

a.  maintenance  whenever  needed, 

b.  a minimum  number  of  copies,  and 

c.  a per  impression  charge  for  any  copies 
over  the  minimum  usage  figure, 

3.  an  additional  5%  of  the  total  machine  and 
service  agreement  amount  to  help  cover  the 
pool's  administrative  costs  (instituted  in 
July,  1982  . ) 

If,  on  the  other  hand,  Publications  and  Graphics  owns  the 
copier  and  leases  it  to  an  agency,  the  user-agency  may  or 
may  not  be  billed  for  an  amount  roughly  equal  to  that  being 
paid  by  Publications  and  Graphics  for  machines  with  similar 
capabilities.  Criteria  for  determining  which  agencies  are 
assessed  this  charge  were  not  identified.  The  agency  is 
still  billed  for  an  appropriate  service  agreement  (similar 
to  the  one  in  #2  above)  and  an  additional  5%  of  the  total 
machine  (if  applicable)  and  service  agreement  amount  to  help 
cover  the  pool’s  administrative  costs.  All  single  agency 
users  purchase  their  copier  supplies  directly  from  Central 
Stores . 

ii ) Multi-agency  Copier 

A different  procedure  is  used  for  billing  those  agencies 
that  share  one  or  more  copiers  with  other  agencies  (e.g., 
agencies  in  the  Mitchell  Building)  . First,  all  costs 
associated  with  the  shared  copier (s)  are  pooled.  The  number 
of  copies  made  on  all  the  machines  are  also  pooled.  Second, 
the  total  costs  are  divided  by  the  total  number  of  copies  to 
determine  a standard  per  impression  charge.  And  third, 
auditron  readings  are  taken  to  determine  the  number  of 
copies  made  by  each  agency.  This  figure  is  then  multiplied 
by  the  per  impression  cost  figure  to  arrive  at  each  agency's 
bill.  If  the  total  billed  amounts  do  not  fully  recover  the 

total  costs  of  the  machines,  the  remaining  costs  are  pro- 

rated and  allocated  among  the  user  agencies. 
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OPTIONS 


This  review  of  the  photocopier  pool  suggests  three  options. 
These  options  and  their  respective  advantages  and  disadvantages 
are  presented  below. 


Option  I . Dissolve  the  photocopier  pool  and  return  to  the 
individual  agencies  the  responsibility  for  providing  and 
maintaining  their  own  photocopying  facilities ♦ 

Advantages 

1 . Remedies  the  "pool"  vs . "non-pool"  inconsistency  of  copiers 
in  the  Helena  area . 

Currently  some  agencies  use  only  pool  copiers,  other 
agencies  use  pool  as  well  as  non-pool  copiers,  and  still 
other  agencies  use  only  non-pool  copiers.  Standardizing 
this  situation  by  eliminating  the  pool  would  eliminate  con- 
flicts between  Publications  and  Graphics  and  those  agencies 
which  insist  they  are  better  off  outside  the  pool. 

2 . Maintains  potential  for  discounts  on  volume  purchases  of 
copiers  and  supplies . 

Regardless  of  the  pool's  future.  Central  Stores  will 
continue  passing  along  its  volume  buying  savings  to 
agencies.  Similarly,  Purchasing  Division  has  indicated  its 
intention  to  continue  organizing  volume  copier  purchases 
whenever  possible. 

3.  Saves  the  recruitment,  selection,  training,  and  funding 
costs  associated  with  filling  the  pool  coordinator 1 s posi- 
tion . 


Both  the  Publications  and  Graphics  1 Administrator  and  the 
past  pool  coordinator  agree  that  the  duties  and  responsibil- 
ities of  operating  the  pool  properly  would  require  a full 
FTE . 

Disadvantages 

1 . Foregoes  all  the  advantages  of  a centralized  photocopier 
pool , including: 

- convenience  to  single-  and  multi-user  agencies; 

- a data  base  resulting  from  centralized  record-keeping 
and  billing  capabilities; 

- assistance  to  agencies  experiencing  problems  with  Cen- 
tral Stores  or  vendors; 

(These  advantages  are  more  fully  explained  under  Option  II.) 


42 


2. 


Opens  the  door  to  increased  copier  abuse . 

Without  the  photocopier  pool  and  central  authority  to  con- 
trol the  number,  size,  and  placement  of  copiers,  it  is 
probable  that  photocopier  purchases  would  increase.  Improper 
placement  of  high-volume  copiers  could  reduce  Publications 
and  Graphics'  central  duplicating  and  Quick  Copy  business 
significantly  and  sharply  increase  overall  copying  costs, 
since  multiple  copies  produced  on  photocopy  machines  are 
generally  more  expensive  than  copies  produced  on  Publica- 
tions and  Graphics'  duplicating  presses. 

3.  Requires  the  Publications  and  Graphics  Division  to  dispose 
of  its  present  pool  copiers  and  discontinue  its  service 


Discontinuing  the  photocopier  pool  would  most  likely  force 
Publications  and  Graphics  to  either  sell  its  copiers  to 
various  agencies  or  return  them  to  the  vendors.  However,  not 
all  agencies  can  afford  to  purchase  the  pool  copiers  they 
now  use.  In  addition,  some  pool  copiers  are  too  worn  out  to 
have  much  salvage  value,  and  vendors  can  be  expected  to  take 
advantage  of  the  immediacy  of  the  situation  by  offering 
minimal  buy-back  prices  on  the  pool's  newer  copiers. 


Option  II.  Retain  the  photocopier  pool  in  its  present  capacity, 
but  institute  several  changes  designed  to  standardize  and 
improve  the  pool ' s operations . 

[Note:  Because  Options  II  and  III  include  retaining  the 

photocopier  pool,  they  share  many  advantages  which  are  more 
accurately  characterized  as  advantages  of  the  pool  in  gener- 
al. These  advantages,  alluded  to  under  Disadvantage  #1  of 
Option  I,  are  listed  below,  followed  by  specific  advantages 
of  Option  II.] 

Overall  Pool  Advantages 

1 . Provides  coordination  and  convenience  to  all  pool  agencies 
and,  in  some  cases,  allows  smaller  agencies  unable  to  afford 
a copTer  on  the  open  market  to  obtain  copying  facilities. 

Pool  agencies  are  responsible  only  for  reporting  auditron 
readings  and  copier  problems  and  submitting  supply 
requisitions,  for  which  they  receive  one  monthly  itemized 
bill.  The  pool  arranges  for  copier  acquisition  and  main- 
tenance and  keeps  accurate  utilization  and  per  impression 
cost  records. 

In  addition,  a smaller  agency  that  cannot  afford  a new 
copier  is  sometimes  able  to  use  an  idle  pool  copier  that 
Publications  and  Graphics  has  previously  purchased.  This 
situation  could  be  improved  further  if  steps  are  taken  to 
design  and  implement  a standard  billing  system  based  only  on 
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the  number  of  copies  made.  Smaller  agencies  would  then  not 
have  to  depend  on  Publications  and  Graphics'  having  an  idle 
copier . 

2 . Provides  a central  data  base  covering  all  pool  copiers . 

Such  information  would  not  only  be  invaluable  to  agencies' 
copier-utilization  decisions,  but  it  would  also  provide  a 
broad  picture  of  copier-utilization  at  the  State  level,  even 
if  not  all  agencies  are  in  the  pool.  In  addition,  the  pool 
coordinator's  record-beeping  and  billing  services  would 
preclude  duplication  of  similar  efforts  in  each  agency,  thus 
reserving  clerical  staff  time  for  other  duties. 

3.  Affords  relief  to  agencies  experiencing  difficulties  in 
acquiring  certain  supplies  or  satisfactory  maintenance  ser- 
vice. 


Rather  than  continuing  to  struggle  with  Central  Stores  or 
vendor  representatives,  agencies  have  in  the  past  contacted 
the  pool  coordinator  for  assistance  in  resolving  these  prob- 
lems . 

4.  Avoids  those  problems  the  Publications  and  Graphics  Division 
would  encounter  in  disposing  of  the  photocopier  pool ' s 
copiers  and  service  agreements ♦ (Previously  discussed  under 
Option  I,  Disadvantage  #3.) 

Specific  Advantages  of  Option  II 

1 . Retains  the  advantages  of  the  photocopier  pool  in  general, 
as  listed  above . 

2 . Alleviates  agency  fears  of  an  immediate  take-over  of  photo- 
copiers by  the  Publications  and  Graphics  Division . 

Disadvantage 

1 . Precludes  a comprehensive  central  data  base  for  management 
decisions  regarding  copier-utilization  practices. 

A partial  data  base  covering  only  pool  copier  use  would 
benefit  those  agencies  involved  in  the  pool,  but  it  would 
preclude  reliable,  comprehensive  decisions  relating  to 
copier-utilization  in  the  Helena  area  as  a whole. 


Option  III . Retain  the  photocopier  pool  and  authorize  the  Publi- 
cations and  Graphics  Division  to  assume  immediate  control  of 
all  non-pool  copiers  currently  being  used  in  the  Helena 
area. 
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Advantages 


1 . Retains  the  advantages  of  the  photocopier  pool  in  general, 
as  listed  under  Option  II . 

2.  Results  in  a more  complete  centralization  of  photocopying 
services  in  the  Helena  area . 

Incorporating  all  Helena  area  copiers  would  lead  to  a 
comprehensive  central  data  base,  resulting  in  more  accurate, 
easily  accessible  information.  Such  information  would,  in 
turn,  facilitate  periodic  examinations  of  copier  utilization 
and  costs  to  determine  the  efficiency  of  the  State's  copying 
practices . 

Incorporating  all  copiers  in  the  pool  would  also  reduce  the 
duplication  of  services  each  agency  would  perform  if  left  to 
maintain  their  own  record-keeping  and  billing  duties.  More- 
over, a centralized  pool  would  ensure  that  these  services 
are  performed,  while  individual  agencies  may  not  always  be 
as  dedicated. 

Disadvantages 

1 . Requires  substantial  persuasion  to  convince  all  agencies  to 
cooperate . 

Agencies  owning  non— pool  copiers  can  be  expected  to 
strongly  resist  any  efforts  by  the  Publications  and  Graphics 
Division  to  assume  ownership  and/or  control  of  these 
machines.  Thus,  the  pool  coordinator  would  have  to  "sell" 
the  idea  of  centralized  copier  control  to  the  various  non- 
pool agencies.  In  some  cases,  an  executive  order  by  the 
governor  may  be  necessary  to  ensure  compliance  by  all 
agencies,  and  even  this  could  meet  with  stiff  resistance 
from  top-level  agency  personnel. 

2.  Requires  the  Publications  and  Graphics  Division  to  devise  a 
plan  for  compensating  agencies  equitably  for  their  non-pool 
copiers . 

Even  if  agencies  could  be  convinced  to  join  the  pool,  sig- 
nificant problems  would  still  be  encountered  in  transferring 
non-pool  copiers  to  pool  control.  Assuming  the  Publications 
and  Graphics  Division  and  the  affected  agencies  could  settle 
on  mutual ly-agreeable  prices.  Publications  and  Graphics 
could  not  possibly  afford  to  buy  all  non— pool  copiers  at  one 
time.  Nor  should  agencies  be  expected  to  simply  donate  their 
copiers  to  the  pool . 
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RECOMMENDATIONS 


The  current  and  potential  benefits  of  the  Publications  and 
Graphics  Division's  centralized  photocopier  pool  are  enough  to 
warrant  the  pool's  continued  existence.  At  the  very  least,  the 
services  offered  by  the  pool  afford  assistance  and  convenience  to 
all  participating  agencies  and  reduce  significantly  the  duplica- 
tion of  similar  copier-related  duties.  Potentially  complementary 
benefits  include  a centrally-located  data  base  on  copier  cost  and 
utilization . 

Unfortunately,  the  practices  Publications  and  Graphics  cur- 
rently uses  in  operating  the  pool  are  not  as  promising  as  the 
pool's  benefits.  This  report  does  not  suggest  the  Division's 
administration  has  intentionally  neglected  the  photocopier  pool. 
Efforts  to  improve  the  pool's  operations,  however,  have 
frequently  been  postponed  until  a more  thorough  study  could  be 
conducted.  The  result  of  tabling  the  issue  has  been  a continua- 

tion or,  in  some  cases,  a further  deterioration  of  problems  that 
developed  when  the  General  Services  Division  coordinated  the 
pool.  These  problems  range  throughout  the  entire  operation  of 
the  pool,  beginning  with  the  fragmented  copier  acquisition  proce- 
dure and  ending  with  the  disparate  billing  systems. 

Realizing  that  this  lack  of  continuity  detracts  substantial- 
ly from  the  photocopier  pool's  benefits,  the  following  recommen- 
dations for  improving  the  pool's  operations  are  offered  for 
consideration : 

1 . Retain  the  photocopier  pool  and  develop  and  enforce  a stan- 
dard procedure  for  agencies  to  follow  in  acquiring  new 
photocopy  equipment . Below  is  a three-step  procedure: 

a.  Each  agency  wishing  to  obtain  a new  copier  should  be 
required  to  first  contact  Publications  and  Graphics  for 
the  purpose  of  receiving  a proposal  of  estimated  costs 
associated  with  using  a pool  copier. 

This  step  would  not  only  ensure  agency  knowledge  of  the 
photocopier  pool,  but  also  provide  Publications  and 
Graphics  an  opportunity  to  "sell"  the  pool  to  resisting 
agencies.  If,  as  agencies  have  indicated,  there  was 
little  or  no  intentional  effort  to  avoid  the  pool 
before,  then  a "sell"  job  should  seldom  be  necessary. 

b.  Agencies  insistent  on  remaining  outside  the  pool  should 
have  the  option  to  do  so,  but  only  after  submitting  a 
written  explanation  of  its  decision  to  both  the  Direc- 
tor of  the  Department  of  Administration  and  the  Admini- 
strator of  the  Publications  and  Graphics  Division. 

The  benefits  to  be  derived  from  having  all  agencies  in 
the  pool  do  not  appear  to  justify  the  conflicts  asso- 
ciated with  forcing  agencies  to  participate.  It  is 
conceivable,  however,  that  agencies  without  a sound 
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reason  for  resisting  will  opt  to  join  the  pool  . In 
addition,  agencies'  reasons  for  not  participating  in 
the  pool  may  help  Publications  and  Graphics  identify 
certain  aspects  of  the  pool  requiring  improvement. 

c.  The  Publications  and  Graphics  Administrator  should  be 
required  to  signoff  on  all  future  copier  requisitions, 
regardless  of  whether  the  resulting  copier  will  belong 
to  the  pool.  (Note:  This  step  will  be  most  effective 

if  the  Purchasing  Division  processes  only  those  copier 
requisitions  displaying  the  Publications  and  Graphics' 
Administrator's  signature.) 

The  Administrator's  signature  will  serve  as  documenta- 
tion that  Publications  and  Graphics  at  least  attempted 
to  persuade  the  agency  to  participate  in  the  photo- 
copier pool.  The  signature  will  also  prevent  agencies 
from  using  ignorance  of  the  pool  as  an  exuse  for  not 
participating. 

In  addition,  include  the  copier  acquisition  procedure  in 
Publications  and  Graphics'  procedures  manual  (as  recommended 
earlier  in  this  report)  and  issue  a Management  Memorandum 
announcing  the  new  procedure,  where  to  find  it,  and  to  whom 
it  applies. 

2 . Transfer  responsibility  for  acquiring  all  photocopy  equip- 
ment  to  the  purchasing  agent  located  at  Publications  and 
Graphics  and~furnish  that  agent  with  "Data  Pro' s"  annua lly- 
updated  research  information.  Implementing  this  recommenda- 
tion would  improve  the  copier  acquisition  process  by: 

a.  making  it  virtually  impossible  for  agencies  to  circum- 
vent the  Publications  and  Graphics  Division  in  acquir- 
ing a photocopier; 

b.  assuring  access  to  current  information  on  what  copiers 
are  available; 

c.  inviting  increased  coordination  of  efforts  between 
the  Publications  and  Graphics  and  Purchasing  Divisions 
so  as  to  realize  the  greatest  cost-savings  from  well- 
timed  volume  buying;  and 

d.  fostering  increased  cooperation  between  the  Publica- 
tions and  Graphics  and  Purchasing  Divisions. 

This  recommendation  suggests  that  the  Department  of  Adminis- 
tration make  funds  available  for  a subscription  to  the  "Data 
Pro"  publications,  currently  priced  at  $645  for  the  first 
year  (plus  $25  shipping  charges)  and  $545  for  each  suc- 
ceeding year.  It  is  generally  believed  that  the  time  and 
cost  savings  resulting  from  better,  more  readily  available 
research  information  will  easily  justify  the  cost  of  Data 
Pro"  . 
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Adopting  this  recommendation  would  benefit  the  Purchasing 
Division  as  well  as  Publications  and  Graphics  and  the  photo- 
copier pool.  First,  the  extent  of  Purchasing  Division's  in- 
formation resouces  would  increase  measurably  if  supplemented 
with  a set  of  "Data  Pro",  because  the  latter  covers  many 
more  products  than  just  photocopiers.  And  second,  transfer- 
ring the  photocopier  purchasing  duties  would  at  least  par- 
tially relieve  the  workload  of  the  purchasing  agent  cur- 
rently responsible  for  photocopy  equipment,  thus  freeing 
this  individual  to  attend  more  closely  to  other  respon- 
sibilities . 

3 . Assign  the  responsibility  for  assessing  agencies 1 copying 
needs  and  working  with  agencies  to  determine  suitable  copier 
capabilities  to  the  new  pool  coordinator ♦ 

Because  the  pool  coordinator  has  immediate  access  to  agen- 
cies' copier  utilization  records,  (s)he  will  logically  have 
the  best  knowledge  of  what  agencies  require  in  a copy 
machine.  To  assess  the  needs  of  agencies  new  to  the  pool, 

the  coordinator  would  have  access  to  "Data  Pro's"  research 
information  (assuming  the  recommendation  to  subscribe  to 
"Data  Pro"  is  adopted)  as  well  as  to  Publications  and 
Graphics'  expertise.  The  pool  coordinator  would  then  be 
able  to  work  closely  with  both  the  purchasing  agent  respon- 
sible for  copier  acquisitions  and  the  requesting  agency  to 
ensure  competitive  bidding,  particularly  if  that  purchasing 
agent  is  located  at  Publications  and  Graphics  (See  Recommen- 
dation #2.)  However,  even  if  the  responsibility  for  copier 
acquisitions  is  not  transferred,  the  pool  coordinator's 
actual  utilization  figures  are  more  reliable  than  estimated 
figures  obtained  through  the  current  practice  of  calling  the 
requesting  agency. 

4.  Assign  to  the  Publications  and  Graphics  Division  the  task  of 
developing  a lease  vs . purchase  analysis  procedure  applica- 
ble to  photocopy  equipment  acquisitions ♦ 

When  applied  consistently  to  the  acquisition  of  pool 
copiers,  this  procedure  should  be  able  to  provide  docu- 
mented, replicable  data  supporting  Publications  and 
Graphics'  method  of  acquiring  any  given  copier. 

5.  Assign  to  the  Publications  and  Graphics  Division  the  respon- 
sibility for  designing  and  implementing  a standard  billing 
system  whereby  agencies  are  charged  according  to  (T)  the 
capability  of  the  copier  being  used  and  (ii)  the  number  of 
copies  made . 

Because  the  photocopier  pool  provides  an  intragovernmental 
service,  its  cost  recovery  rate  schedule  should  be  designed 
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to  recover  only  those  costs  associated  with  operating  and 
maintaining  the  pool,  including: 


- appropriate  portions  of  the  pool  coordinator 1 s 
salary,  the  Division  Administrator's  salary,  and 
the  Division’s  other  overhead  expenses; 

— insurance  expenses  covering  the  pool  copiers; 
vendor  charges  for  lease  or  purchase  payments  and 
service  agreements  on  the  pool  copiers; 
supplies  for  the  pool  copiers;  and 

any  other  costs  incurred  because  of  the  pool's 
existence . 

Once  these  basic  costs  are  identified,  they  can  be  appor- 
tioned among  copiers  in  three  volume  (or  capability)  ranges: 
low,  medium,  and  high.  Additional  costs  would  be  incurred 
by  those  agencies  using  optional  peripheral  equipment 
e.g.,  a collator. 

Perhaps  the  major  benefit  of  a multi-tier  rate  structure  is 
that  it  allows  the  flexibility  needed  to  entice  particularly 
high-volume  agencies  to  join  or  remain  in  the  photocopier 
pool.  A multi-tier  structure  also  lends  itself  to  the  use 
of  term  contracts  for  copier  acquisitions,  an  idea  currently 
being  examined  by  the  Division.  Finally,  a multi-tier  rate 
structure  more  closely  resembles  the  real  world  acquisition 
process . 

6.  Establish  through  the  pool  coordinator  a reliable,  centrally 
located  data  base  covering  all  agencies'  copier  utilization 
and  cost  figures.  The  following  steps  represent  a general 
scheme  for  implementing  this  recommendation: 

a.  Emphasize  in  the  job  description  that  the  pool 
coordinator  will  be  expected  to  develop  and  maintain  a 
data  base  on  all  Helena  area  copiers; 

b.  Initiate  appropriate  procedures  to  urge  agencies  using 
non-pool  copiers  to  maintain  their  own  utilization  and 
cost  figures  and  report  them  monthly  to  the  pool  coor- 
dinator; and 

c.  Require  the  coordinator  to  prepare  and  submit 

comprehensive  totals  for  pool  and  non-pool  copiers  on 
at  least  an  annual  basis.  Less  formal  quarterly  and/or 
semi-annual  reports  would  indicate  whether  the  data 
base  is  being  sufficiently  maintained. 


49 


« 4 


© © © 

600,000  IMPRESSIONS  PER  MONTH 

100  IMPRESSIONS  PER  MASTER 


MASTER  SUPPLY  COST 


PRODUCT 

FACTOR 

STATE 

Master 

Cost/Ctn.  quantity 

. 0491 

Toner /Dev . 

Cost /8000  yield 

.0109 

Etch 

Cos  t / 3500  yield 

. 0044 

Blanket  Wash 

Cost/3000  yield  per  gallon3 * 

. 0019 

Roll  Wick 

Cost/30,000  yield 

. 0007 

. 067 


PER  IMPRESSION  COST3 


Ink  Cost/40,000  yield  .00012 
Blanket  Cos t / 1 , 000 , 000  yield  .00004 
Fountain  Solution  Cost/225,000  yield^  .000 07 


. 00023 

TOTALS5 

6000  Masters  w/  402.00 

600,000  impressions  138.00 


540.00 


COMMERCIAL1 * 


. 0688 
.013 
. 0044 
.0019 
. 0007 


.0888 


. 00014 
.00005 
. 00007 


. 00026 


532.80 

156.00 


688.80 


1 Based  on  Quantity  Supply  Agreement,  AM's  best  commercial  price 

3 Based  on  purchase  of  5 gallon  can 

3 Does  not  include  paper 

^ Based  on  dilution  of  3:1 

5 Does  not  include  non-production  supplies 


APPENDIX  A 

AM  MULTIGRAPHICS 
COMMERCIAL/STATE  COST  STUDY 


APPENDIX  B 


SUMMARY  OF  DUPLICATING  CENTERS 
OUTSIDE  OF  THE  HELENA  AREA 

Department,  of  I nsti  tut  ions/ Montana  State  Prison 

Location:  Prison  facility.  Deer  Lodge 

Services: 

Duplicating  services  for:  Division  of  Motor  Vehicles 

in  Deer  Lodge;  all  institutional  facilities;  and  the 
Department  of  Insititutions  in  Helena. 

— Phone  message  pads,  scratch  pads  for  Central  Stores. 

- Typesetting 

Camera  work 
Metal  plates 
Bindery  services 


Equipment : 

1 AM  1250  offset  duplicator.  Age-2  years. 

1 AM  1250  offset  duplicator.  Age-30  years. 

1 AM  805  master-maker.  Age-12  years. 

1 AM  Verityper  Typesetter.  Age-12  years. 

1 AM  Verityper  Keyboard.  Age-15  years. 

1 24"  Multilith  1420  camera.  Age-45  years. 

1 Colight  P-192  plate  burner.  Age-8  years. 

1 22"  Roseback  perforator. 

Miscellaneous  equipment. 

Staff : 

1 Industrial  Production  Manager  @ 15%,  Grade  16. 

1 Manager,  Grade  12 

9 Operators  (training  status)  hourly  rate:  $.31  - .50. 

Workload: 

Detailed  volume  records  are  not  kept  in  FY  82.  Prison 

officials  estimate  2,370,345  impressions. 

Rate  Structure: 

With  the  exception  of  some  general  fund  monies  allocated  for 
start— up  costs  in  1980,  prison  operation  is  financed  through 
an  internal  revolving  account.  Based  on  interpretation  of 
legislation  authorizing  the  facility,  the  pricing  structure 
of  the  Publications  and  Graphics  Division  has  been  adopted. 
Prison  officials  have  indicated  this  pricing  structure,  in 
light  of  their  low  volume,  causes  the  finances  of  the 
facility  to  be  "very  tight",  and  have  further  indicated  a 
desire  to  expand  their  market. 


Boulder  River  School  and  Hospital 
Location:  Administration  Building,  Boulder. 


i 


Services : 


Internal  duplicating  work  including  forms  and  reports 
Form  design  work 

Photocopy  machine  administration 


Equipment : 

1 Am  1250  single-head  offset  press.  Age-8  years. 
1 AM  85  single-head  offset  press.  Age-20  years. 

1 Bruning  2000  master-maker.  Age-8  years. 

1 AB  Dick  708  8 bin  collator.  Age-6  years. 
Miscellaneous  equipment. 


Staff: 

1 


1/2  FTE  Duplicating  Machine  Operator,  Grade  10. 


Workload : 

658,814  impressions  in  FY  82  at  a cost  of  $12,325. 

Rate  Structure: 

Shop  is  financed  separately  through  a general  fund  appro- 
priation. Jobs  are  not  charged  back  to  users. 

University  of  Montana 

Location:  1st  floor  Journalism  Building,  Missoula 

Services : 

Full  service  print  shop  with  capabilities  to  handle 
most  University-related  work. 

Quick  Copy  center . 


Equipment : 

Letter  Press  Section: 

1 Heidleberg  letter  press  15"  X 20".  Age-24  years. 

1 Mergenthaler  letter  press  31".  Age-20  years. 

1 2 Lino  types  (hot  metal  composition)  Age-25 /19  years. 

1 Platen  press.  Age-unknown. 

Offset  Section: 

1 ATF  Chief  126  20"  X 26".  Age-19  years. 

1 ATF  Chief  15  10"  X 15".  Age-19  years. 

1 AB  Dick  350  10"  X 15".  Age-unknown. 

Typesetting  Section: 

1 784  Varityper  typesetter  (automated).  Age-5  years. 

1 747  Varityper  typesetter.  Age-10  years. 

1 450  Varityper  keyboard.  Age-10  years. 

1 490  Varityper  keyboard.  Age-unknown. 

1 510  Varityper  typesetting  unit.  Age-6  years. 


Reproduction  (Duplicating)  Section: 

2 AM  1250  single-headed  presses.  Age-14/16  years. 

1 AM  2675  double-headed  press.  Age-7  years. 

1 AM  4250  with  Worfin  collator.  Age-10  years. 

1 AM  805  master-maker.  Age-unknown. 

1 Cerlox  binder  and  punch.  Age-14  years. 

Bindery  Section: 

1 2538  Baum  folder.  Age-25  years. 

1 Pitney  Bowes  8 bin  collator.  Age-8  years. 

1 C & P 24  1/2"  two  unit  offset  press.  Age-10  years. 
1 Pitney  Bowes  6 station  inserter.  Age-9  years. 

1 Cheshire  addressing  machine.  Age-9  years. 

Miscellaneous  equipment. 

Quick  Copy  Section: 

1 AM  4250  with  attached  master-maker.  Age-3  years. 
Miscellaneous  equipment. 


Staff : 

Letter  Press,  Offset,  and  Camera  Sections: 

4 Pressmen  (salaries  set  by  union  contract) 

8 Printers 

Bindery  Section: 

1 Supervisor 

2 Bindery  Workers 

+ Part-time  Student  Employees 

Reproduction  (Duplicating)  Section: 

3 Duplicating  Machine  Operators  (full-time) 

1 Bindery  Worker  (full-time) 

1 Bindery  Worker  (half-time) 

+ Student  Personnel 

Quick  Copy  Section: 

1 Duplicating  Machine  Operator 

Typesetting  Section: 

(Not  documented) 

Workload : 

No  records  of  impressions  are  kept. 

Rate  Structure: 

Shop  is  operated  as  an  enterprise  operation  and  maintains  11 
separate  cost  stations  within  a single  internal  revolving 
fund.  All  services  offered  by  the  shops  are  charged  back  to 


clients  on  a unit-charge  basis  with  each  unit  representing 
six  minutes.  A summary  of  the  hourly  rates  is  presented 
below: 


Cost  Station: 

Per  Hour  Ra- 

— 

Photo/ Composition 

$30.65 

- 

Paste-Up 

30.45 

- 

Plate-Making 

27.75 

- 

Offset  Press 

28.85 

- 

Linotype  (hot  metal) 

27.55 

- 

Flor  Make-Up 

29.15 

- 

Letter  Press 

29.45 

- 

Folder  Work 

18.85 

- 

Bindery 

16.60 

- 

Cutting 

21.00 

- 

Reproduction  (duplicating) 

17.40 

- 

Quick  Copy  - charged  at  per 

impression  rate. 

Montana  State  University,  Cooperative  Extension  Service 
Location:  Basement,  Taylor  Hall,  Bozeman 

Services : 

All  internal  university  related  duplicating  work 

- Quick  copy  work 

- Bindery  services 


Equipment : 

1 AM  4975  double-headed  offset  press.  Age-unknown. 

1 (System  5,  with  on-line  master-maker,  and  collator). 
Age-4  years. 

1 AM  4250  single-head  offset  press  (with  on-line  master- 
maker  and  collator)  Age-8  years. 

3 AM  1250  offset  press.  Ages-3,  6,  and  8 years. 

1 AM  1850  11"  X 17"  single  offset  press.  Age-4  months. 

1 AM  805  master-maker.  Age-6  years. 

Miscellaneous  Equipment. 

Staff : 

1 Manager,  (Career  Executive  Assignment). 

1 Duplicating  Machine  Operator,  Grade  11. 

2 Duplicating  Machine  Operators,  Grade  10. 

1 Duplicating  Machine  Operator,  Grade  9. 

1 Duplicating  Machine  Operator,  Grade  8. 

4 Duplicating  Machine  Operators,  Grade  6. 

Workload : 

Detailed  volume  records  are  not  kept,  no  estimate  available. 


A summary 


Rate  Structure: 

Shop  is  financed  on  a full  cost  recovery  basis, 
of  rates  includes: 

- Quick  copy  work:  $.03  per  impression,  one-side;  $.05  per 

impression,  two-sides.  (Includes  paper.) 

- All  other  duplicating  (includes  master  charges),  $15.00 
per  hour. 

- Bindery,  $15.00  per  hour. 

- Hard  bound  books,  $4.95  per  book. 


APPENDIX  C 


TENTATIVE  INVENTORY  OF 
PHOTOCOPY  MACHINES  IN  THE  HELENA  AREA 


AGENCY 

LOCATION 

BRAND 

Adrainis- 

Mitchell  Bldg. -1st  FI. 

Savin  895 

tration 

-2nd  FI. 

Xerox  4000 

Teachers'  Retirement 

Mita  232 

Building  Codes 

Mita  232 

Surplus  Property 

Mita  132 

Publications  & Graphics 

IBM  II 

Old  Livestock  Bldg. 

IBM  III 

Old  Health  Bldg. 

Mita  232 

Board  of  Investments 

Savin  770 

PERD 

Savin  765 

Tax  Appeals  Board 

Savin  770 

Workers'  Comp.  Court 

Savin  770 

Local  Govt.  Services 

Savin  780 

Agricul- 

ture 

Scott 

Hart 

Bldg . 

IBM  III 

Auditor 

(Uses  Mitchell  Bldg, 
accounted  for  under 

copiers,  which  are 
other  agencies.) 

Commerce 

Commerce  Bldg. -1st 

Level 

IBM  II 
Xerox  4000 

-2nd 

Level 

IBM  II 
Xerox  4500 

Airport  Rd.-Aero. 
Board  of  Housing 

Div. 

Savin  870 
Mita  232 

Education 

MHS  Bldg. -1st  FI. 

-2nd  FI. 
University  System 

IBM  II 
Xerox  3100 
Xerox  5600 

Vocational  Educ . Council 

Savin  755 

Fish, 

FW&P  Bldg. 

IBM  III 

Wildlife , 
& Parks 

Montana  Outdoors 

Mita  132 

POOL  NON-POOL 

X 

X 

X 

X 

X 

X 

X 

X 

X 


X 


X 


X 

X 

X 

X 


X 


X 

X 


XXX  XX  XXX 


Governor's  Capitol  Bldg. -2nd  FI. 
Office  Capitol  Bldg. -2nd  FI. 

Mita  232  X 

Minolta  EP310 

X 

(Budget  & Planning) 
Capitol  Annex 

Mita  232  X 

Health 

Cogswell  Bldg. -1st  FI. 

IBM  III 

X 

Xerox  4000 

X 

-2nd  FI. 

IBM  III 

X 

-3rd  FI. 

IBM  III 

Highways 

New  Highway  Bldg. -1st  FI. 

Savin 

760 

X 

Savin 

780 

X 

Savin 

780 

X 

-2nd  FI. 

Savin 

880 

X 

-3rd  FI. 

Xerox 

7000 

X 

-Basement 

Saxon 

PPC1 

X 

Core  Drilling 

Savin 

— 

X 

Institu- 

1539 11th  Ave . 

Xerox  3107 

X 

tions 

Xerox  4000 

X 

Justice 

Capitol  Bldg. -AG's  Office 

Savin  880 

X 

Scott  Hart  Bldg . -Basement 

Mita  132 

X 

-1st  FI. 

Mita  132 

X 

Pit.  Bowes 

X 

-2nd  FI. 

Pit.  Bowes 

X 

-3rd  FI. 

Savin  880 

X 

-4th  FI. 

Xerox  4500 

X 

Fire  Marshall 

Canon  NP30 

X 

Labor  & 

ESD  Bldg. -1st  FI. 

Xerox  4500 

X 

Industry 

-2nd  FI. 

Xerox  4000 

X 

Savin  

X 

-3rd  FI. 

Xerox  4000 

X 

-4th  FI. 

3M 

X 

Savin  755 

X 

35  S.  Last  Chance  Gulch 

Savin  780 

X 

( formerly) 

Savin  780 

X 

Savin  780 

X 

Human  Rights  Div. 

Savin  770 

X 

Local  Job  Service 

Savin  755 

X 

Job  Serv.  Prog.  Off. -1st  FI. 

3M  209 

X 

3M  209 

X 

Workers'  Compensation 

IBM  III 

X 

Savin  760 

X 

Saxon  PPC1 

X 

Savin  880 

X 

Workers'  Comp. -Admin. 

Savin  880 

X 

Safety  & Health 

Savin  760 

X 

Lands 

1625  11th  Ave. 

Canon  NP400F 

X 

EIS  Project-Top  FI. 

Mita  132 

X 

(1539  11th  Ave. ) 

Legisla- 

Consumer Counsel 

Mita  132 

X 

tive 

Legislative  Council 

IBM  III 

X 

Branch 

Legislative  Auditor1 

Canon  NP300F 

X 

State 

930  E.  Lyndale 

Xerox  4000 

X 

Library 

Lt . Gov . ' s 

(Shares  copier  in  Governor's 

Office . ) 

Office 

Livestock 

(Shares  Agriculture's  copier 

.) 

Military 

1100  N.  Last  Chance  Gulch 

Saxon  

X 

Affairs 

Natural 

32  S.  Ewing 

IBM  III 

X 

Resources 

Savin  

X 

& Conser- 

25 S.  Ewing 

Savin  

X 

vation 

Savin  

X 

Saxon  SX18 

X 

Political 

1205  8th  Ave. 

Savin  755 

X 

Practices 

Office  of 

Capitol  Bldg  . 

Xerox  4000 

X 

Public 

1300  11th  Ave. 

IBM  III 

X 

Instruction 

Mita  232 

X 

Public 

1227  11th  Ave. 

Xerox  4500 

X 

Service 

Commission 


1 Both  the  Senate  and  the  House  of  Representatives  rent  two 
copiers  through  Publications  & Graphics  each  session. 


Revenue 


Secretary 
of  State 


Social  & 
Rehabili- 
tation 
Services 


Supreme 

Court 


kr  ' r 


Mitchell  Bldg. -3rd  FI. 

-4th  FI. 

Child  Support  Enforcement 
Medicaid  Fraud 
Motor  Fuels  Tax 


IBM  II 
IBM  III 
Savin  775 
Mita  131 
Savin  755 


Capitol  Bldg.-Rm  215  Xerox  4500 

Secretary  of  State's  Office  IBM  II 


SRS  Bldg. -1st  FI. 

-2nd  FI. 

-3rd  FI. 
Regional  Office 
Disability  Determination 


IBM  II 
IBM  III 
Xerox  4000 
IBM  II 
Xerox  5400 


X 

X 


Capitol  Bldg. -Law  Library  IBM  III  X 

Mitchell  Bldg. -Court  Admin.  Savin  770 


X 


Totals  47  53 


> 


XXX  XX  X XX 


